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  Nabil Freij is the founder, owner, and president of GlobalVision International, Inc. He is trilingual and holds an MSEE from Brown University, as well as an MBA from Bryant University. With over 20 years’ experience in the hardware, software, and localization industries, Freij has traveled the world and lived in five countries.


  He is frequently published and quoted. His articles and interviews can be found in magazines, books, and websites by groups spanning the localization industry, academics, business organizations, and beyond.


  The Society for Technical Communication invited Freij to speak at the STC Technical Communication Summit and 55th Annual Conference, where he presented “Translation Management Solution (TMS) Benefits during Localization.” The Society also publishes his articles in its magazine and its journal of scholarly white papers.


  Many of his company’s clients have recommended Nabil Freij based on his expertise, customer-focused approach, and high-quality results. His project management skills and ability to accommodate the special demands of a wide range of projects are also often cited as reasons why clients continue to turn to Freij and his company for their localization needs.


  Nabil lives with his wife and two children in Florida. You can read his blog at http://www.globalvis.com/blog.
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  About GlobalVision International, Inc.


  Founded in 1996, GlobalVision International, Inc. is a privately held company specializing in translation and localization solutions for a wide range of industries:


  
    	
      Information Technology

    


    	
      Software and Online Documentation

    


    	
      Hardware

    


    	
      Medical Devices

    


    	
      Media and Web Communications

    


    	
      Telecommunications and Engineering

    


    	
      Manufacturing and Industrial Production

    


    	
      Consumer Products

    


    	
      Business, Legal, and Finance

    

  


  We are globalization enablers. We help companies penetrate international markets by localizing their products, documentation, websites, pay-per-click campaigns, video, and marketing and sales collateral into all commercial languages.


  GlobalVision International, Inc. has offices in the US, Japan, Europe, and the Middle East. We employ native talent with advanced language, technical, and project management skills to handle not only Latin-based languages, but also other turnkey languages that have double-byte or bidirectional requirements.


  Our company relies on the latest technologies in Web 2.0, search engines, databases, workflows, and computer-aided translation to facilitate efficient translation reuse and maximize quality. We use innovative software and communication tools often unique to our company.


  Our mission: To enable our clients to reach their global markets by providing them with high-quality localization and translation services, on time and on budget.


  

  



  www.globalvis.com


  Abstract


  Comprehensive and easy to read, this book is designed for anyone who is considering penetrating international markets via localization or is currently localizing but wants to do it more efficiently.


  The book begins by defining localization and distinguishing it from translation, which is just one step in localizing a product or its documentation. Seven parts clearly mark the topics that its chapters explore. Part 1 explains the benefits of localizing, and then helps readers choose the right markets and strategies. Part 2 illustrates why entrusting localization to experienced professionals is the most cost-effective approach by exposing ten myths and mistakes that cause so many projects to fail.


  The industry’s best practices are well outlined in depth in Part 3: First, choosing the correct localization process is critical to successful globalization, and each option is explained here. Next, create localization-ready documentation by employing up-to-date methods and a staff that knows how to write and illustrate for a global audience. Then, make quality your primary standard when choosing teams for localization and for in-country reviews. Finally, design a realistic project plan and budget that accounts for all expenses, and involve your localization teams in the early stages.


  Part 4 explains how to contain costs while keeping the quality high. Technology is the focus of Part 5: Translation management systems used in collaboration with a professional staff can improve results and afford significant savings. Online tools and techniques offer great promise, but cannot duplicate the quality of an experienced localization team.


  Part 6 confirms that both the explosion of the Internet worldwide and the growing Chinese market indicate that it is time to localize websites, and to localize into Chinese. Basic guidelines are given here. Then, Part 7 provides a ten-step guide to conducting an annual self-assessment of your localization strategy.


  The wide range of topics, arranged in chronological order with ready-reference markers, make the book an ideal companion for every company with aspirations of penetrating international markets.


  

  



  Introduction
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  We’ve built this guide because despite the need, nothing like it exists: a concise, step-by-step handbook for globalization and localization in the new millennium.


  New clients come to us with a desire to go global but unsure of what the process entails. Some face a Catch-22 dilemma. They want to penetrate international markets, but they fear that they cannot justify the involved costs.


  Others – some who have been localizing for years – want to know more about the new tools and processes that will improve both their results and their bottom line.


  Welcome to Enabling Globalization: A Guide to Using Localization to Penetrate International Markets. Here you will find the practical advice you need to start on your way and follow through to a successful finish.


  First, consider this: Of the US’s top 10 trading partners, 1.9 billion of these nations’ consumers don’t speak English. So, does that mean that your solution is to hire a translator? No. Simply translating your products, documentation, and/or website isn’t enough to make them accessible to international customers. Translation is merely changing words from one language to another. Making your product usable and appealing in another culture requires professional localization: adapting it to the local styles, customs, needs, and preferences.


  Also, just because your products are localized does not mean that clients will beat a path to your door! Enabling Globalization offers you the essential information you need to accomplish your goal. Over the course of our 14 years’ experience, we’ve seen how many companies do it and have passed along the knowledge we’ve acquired by offering newsletters and articles covering a wide range of topics related to localization. Here we compile a selection of them, updated to reflect the latest trends and technologies, in a comprehensive guide.


  Helpful features make it easy to find just what you need now. Each of the guide’s 27 chapters fall within one of seven parts, from Getting Started to Keeping the Commitment. Cost containment, best practices, the latest technologies, and special challenges are just a few of the areas of interest explored along the way.


  So, whether you’re just entering the wide world of globalization or you’re a veteran of the field, this guide is for you. We invite you to take a look inside the industry through the eyes of a successful localization company. Enabling Globalization will enlighten and inspire you – and leave you eager to tackle your next international market!


  Part 1: When and Why to Localize


  It’s been a couple of years since you began developing a new product for your local market, and you are finally starting to reap the fruits of your labor. Orders are coming in! Clients are happy and referring others! Your controller is at last telling you that you are starting to bridge the gap between your books and black ink!


  Heartened by your long-awaited indicators of success and encouraged by a cheap dollar overseas, you start eying international markets in hopes of further capitalizing on your recent triumphs and shrinking your path to profitability. You contemplate hiring an international consultant or signing up value-added resellers (VARs) and distributors, but quickly find out how expensive and expansive the world can be. Undeterred by the challenge ahead, you start your international offensive by strategizing and prioritizing.


  Congratulations! You have taken the first step toward joining the global economy. But don’t do it unprepared. Navigating your company through treacherous international waters is not for the faint-hearted, inexperienced, or ill-equipped. Going international requires determination, experience, resources, and a finely tuned process to get you where you need to go.


  It all might sound overwhelming: Where to start? You’ve chosen the right place. In part one, we’ll explore four areas key to launching – or improving – your localization effort:


  
    	
      Chapter 1: To Localize or Not to Localize?

    


    	
      Chapter 2: The Visible and Hidden Benefits of Localization

    


    	
      Chapter 3: Finding The Right Markets

    


    	
      Chapter 4: Choosing Your Localization Strategy

    

  


  The information in Chapters 1 and 2, To Localize or Not to Localize? and The Visible and Hidden Benefits of Localization, will help those who are contemplating localization – and those who’ve already made their choice. Chapter 3, Finding the Right Markets, gives you two approaches to identifying where you’ll earn the most profit. Choosing Your Localization Strategy (Chapter 4) explains three approaches to localization and how to match yours to your company’s goals.


  Chapter 1: To Localize or Not to Localize?


  All companies selling internationally will sooner or later face the question: Is it time to localize?


  If you are the person in charge of making this decision or recommendation, how should you proceed? This chapter walks you through the questions that need to be asked of the different company departments, and the answers that need to be collected, before such a decision can be adequately made.


  Here, we look at the roles of six key groups:


  
    	
      Engineering

    


    	
      Marketing

    


    	
      Legal

    


    	
      Production and Customer Service

    


    	
      Sales

    


    	
      Finance

    

  


  Engineering


  Engineering should be consulted first in order to understand the true extent of the global push at hand. To them, localization is a side issue. The real issue is internationalization - the changes that must be made to the product before producing a localized version. So, important questions to ask, such as these, focus upon the potential for adaptability:


  
    	
      Is the product enabled for double-byte (to handle Asian languages) and bi-directional (to handle middle-eastern languages) support?

    


    	
      Does it handle different locale nuances, like different date and address structures, international keyboards, currencies, and character encoding (Cyrillic, Greek, Arabic, Japanese, Korean, Chinese…)?

    

  


  If the answers are yes, then your product is localization-ready. This may give you a true time-to-market advantage over competition. Otherwise, serious engineering efforts may need to take place, particularly if you’re undertaking any Asian or Middle-Eastern language localization. In this new millennium, most development environments are now internationalization-ready. So unless you are using legacy software, you should be in a good shape.


  



  Marketing


  Marketing approaches this issue on two fronts completely different from Engineering:


  
    	
      Are competitors localizing their products?

    


    	
      What value could localization bring to our prospects and end users?

    

  


  Studying the habits of different international end users while considering localization is key. In many countries such as Japan or China, the end users’ specific needs inevitably require localized products. In others (such as the Netherlands or Canada), English proficiency and/or cultural similarities mean that it may not be a must-have.


  Since the value of localization to your end users will vary, marketing should always weigh it against the feature and functionality improvements that could be made to the product itself. The more mature a product, the more likely it will benefit from localization.


  



  Legal


  Many companies forget that their legal departments should play a key role in reaching a localization decision. Their main questions will protect you from litigation:


  
    	
      Are there any international regulations requiring us to localize?

    


    	
      Are we under any contractual obligations to localize?

    

  


  These are serious matters. Many countries are imposing laws requiring localization, such as France’s Toubon Law. What is important here is to try to gauge the liability to your company in any country it sells into if it does not meet local language regulations.


  



  Production and Customer Service


  There are significant logistical issues that production and customer service will have to deal with in order to produce, stock, and ship products to international clients, and then to support them. These are just a few topics to address before you start:


  
    	
      Should the product be shipped simultaneously in all languages?

    


    	
      What impact will a simultaneous ship have on the software quality assurance (SQA) group?

    


    	
      Should the customer-support knowledgebase be localized?

    

  


  Plan for added overhead when following through on the localized offering.


  



  Sales


  The sales department is the place where you can get tangible answers about the opportunity that localization will bring to your company. It is no secret that most companies that localize do not do so until they have a major international customer demanding it.


  If you ask your domestic sales force, you know what the answer will be. Exactly the opposite answer will come from the international arm. Neither point of view is sufficient: Although localizing your product will help increase international sales and reduce the support burden, it could also distract Engineering from adding other enhancements to the base product.


  Resolving this dilemma is another reason why localization needs executive-level attention, by consulting the VP of Sales. Pose these questions:


  
    	
      Do you have any clients demanding a localized offering?

    


    	
      How much additional revenue can we get from a localized version?

    


    	
      What are the possible savings in support calls?

    


    	
      Are you willing to take on additional quota if we localize the product?

    

  


  What you learn will be critical to financially justifying your efforts.


  



  Finance


  Finance now has the relevant data from the field and from the Marketing, Engineering, Production, Customer Service and Legal departments. The task for Finance will then be to determine the potential financial impact of localization for your company:


  
    	
      What is the return on investment for localizing in specific languages?

    


    	
      What are the short- and long-term impacts on the bottom line?

    

  


  These questions aren’t easy. Yet with visibility into the process and access to all the data, Finance may be able to pull the numbers together and make a business case for or against localization.


  



  Making a final decision


  Even when you’ve involved all departments, the decision-making process probably still won’t be black and white. But you will be able to study the relevant issues and balance the subjective versus objective forces that guide you.


  



  What’s next


  Before you can make the most informed choice, you’ll need to know the results of localizing your products in international markets. One major advantage is obvious: You’ll open yourself up to a whole new population of potential customers once you offer your products to them in their own language.


  But many business owners find that they weren’t aware of all they would gain from localization until after they’ve made their decision … one way or the other. In the next chapter, you’ll discover the ways you might profit – and the problems you might avoid – by internationalizing your products now.


  Chapter 2: The Visible and Hidden Benefits of Localization


  Acting on the ongoing overall globalization trend worldwide, companies all over the globe are accelerating their activities in foreign markets.


  Executives possessing a global vision are convinced now more than ever that to succeed internationally, they must localize their products and literature. The following are some of the many visible – and hidden – benefits of localization.


  
    	
      Tangible competitive edge

    


    	
      Visible commitment to customers worldwide

    


    	
      Strong local and international image

    


    	
      Effective communication with international customers and prospects

    


    	
      Unparalleled market penetration

    


    	
      Reduced liability and copyright infringement

    

  


  Tangible competitive edge


  If your competition already localizes its products, then you cannot afford not to. If they are not yet localizing, you can gain a tangible competitive advantage by acting now. Don't underestimate the power of selling to and servicing your customers in their own language when your fiercest competitor insists on offering English-only products. After all, the language of business is not English; it is the language of the customer.


  



  Visible commitment to customers worldwide


  There is no better proof of your commitment to your international prospects and customers than having your products, literature, and website localized for them. When worldwide customers and prospects log on your website and find it offered in their native tongue, their impression of your company changes. Not only will visitors clearly understand your services, they’ll also feel secure and comfortable with your company.


  



  Strong local and international image


  Localized products, literature, and websites will project a strong international image essential to servicing customers both globally and locally. As demographics in many states shift, Spanish and Chinese localization for the U.S. is becoming more popular. Canada continues to depend on both English and French to satisfy the need of their Quebec citizens. Similarly, as new nations join the European Union and workers across Europe relocate, many companies are quickly addressing the different language needs of their newly created market pockets.


  



  Effective communication with international customers and prospects


  Are your international customer support costs very high? Product localization reduces your support costs where they are the most expensive – overseas. A properly localized product will help international users better understand and apply it. In addition to lowering your support calls, localization will produce a happier customer experience.


  



  Unparalleled market penetration


  Many companies are already selling abroad, but are looking for ways to expand their international sales. They can do that either by increasing market penetration or by selling to new international regions.


  Consider localizing your products for both. It will give customers in new markets a compelling reason to buy your products and enable a market penetration otherwise unattainable.


  



  Reduced liability and copyright infringement


  Many countries require that products sold on their turfs speak the official local language or languages. Furthermore, translating contracts, agreements, product use agreements, and end user license agreements will minimize conflicts due to miscommunication or language barriers. Users legally must obey copyrights presented in their native language.


  It’s clear: The language of business is truly the language of the customer. If the cost to localize is much less than the opportunity it creates (plus the liability it eliminates), then it’s time to move forward. The key to successful localization will be creating an execution strategy to develop the localized offerings and bring them to international markets.


  



  What’s next


  So, what global regions could hold the most potential for your products and technologies? Identifying these areas is a process that is much easier – and more effective – when you know how.


  In Chapter 3, you’ll learn to pinpoint the markets of interest and recognize where you stand to gain the most. We’ll outline the techniques for evaluating each one for their possible return while you keep your costs in check. With the confidence of our validation strategies behind you, you’re then ready to move into the top tier of the global economy: penetrating international markets.


  Chapter 3: Finding the Right Markets


  You’ve determined that localization is both feasible and financially advantageous. Developing your execution strategy begins with two processes:


  
    	
      Finding The Right Markets

    


    	
      Choosing Your Localization Strategy

    

  


  Here we focus on the first process, where localization begins: identifying the geographies with the greatest potential for your localized product.


  International Markets: Stars, Cash Cows, Question Marks, and Dogs


  In the 70’s, the Boston Consulting Group (BCG) developed the product life cycle matrix to help companies analyze their product portfolios for the purpose of strategic planning and effective resource allocation.


  They divided products into four groups:
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      Low relative market share and low market growth rate: They called it a “dog” and recommended phasing out these products.

    


    	
      Low relative market share and high growth rate: They called these products “question marks” and recommended investing in some.

    


    	
      High relative market share and high growth rate: They called products in this category “stars” and recommended heavily investing in them.

    


    	
      High relative market share and low growth rate: They called it a “cash cow” and recommended maintenance only, milking the product until it turns to a “dog” and then phasing it out.

    

  


  BCG emphasized the need for companies to have a product portfolio that contains products in all of the question mark, star, and cash cow quadrants.


  Fast-forward to the globalization era. Your geographical market portfolio should match your product life cycle matrix portfolio!


  The same techniques and principles can be applied when appraising your international markets and how they rank within these four quadrants. Based on that, you can decide on the amount of resources to apply to product localization.


  But if you are new to international markets, how do you avoid investing in “dogs”?


  Here is a tested approach that you can use to achieve international market penetration incrementally and judiciously. Think of it as a compass to guide you as you embark on your international journey.


  The Three-Tiered Approach: Evaluation, Validation and Penetration


  Winning the world is best done the old-fashioned way: Divide and conquer! All companies, no matter how large or small, must operate within certain constraints. Your rewards can exceed those constraints – even as you work within them.
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  Market Identification Stage


  


  If your product is offered and supported in English, you are in luck. With the product as-is or with minor tweaks to it, you can target the entire English-speaking world. This includes the USA, United Kingdom, Canada as well as Ireland, Australia, New Zealand, and many others. According to the IMF, English-speaking countries contributed $24 trillion to the $77 trillion world GDP in 2014, or 31% of the word’s GDP. This is down from roughly 38% in 2004! Chinese, Russian and Brazilian Portuguese substantially increased over the same period.


  Additional resources should be allocated to the markets that offer the most opportunity, which are typically the largest. Consider these figures:


  ·     Mainland China (excluding the islands) is in second place at $10.4 trillion.


  ·     Japan is the third-largest economy after the US, with a $4.8 trillion GDP.


  ·     Spain, in thirteenth place, combines with Mexico, Argentina, and other Spanish-speaking countries in Central and South America for a combined GDP of approximately $4.8 trillion.


  ·     In fourth place is Germany. Along with Austria (whose language is also German), they have a combined GDP of roughly $4.3 trillion.


  ·     France, the fifth-largest, along with French-speaking Belgium and Quebec, pulled in over $4 trillion.


  ·     Brazil is seventh, at $2.2 trillion.


  ·     Italy, Russia and India are eight, ninth and tenth at rough $2 trillion each.


  If your product is released and supported in nine languages – English, Simplified Chinese (the written script in Mainland China), Japanese, Spanish, German, French, Brazilian Portuguese, Italian and Russian  – you can more than double your market and target 76% of the world’s GDP.


  You’ve identified your markets in this initial stage. But before you jump into localizing your product and building sales channels all over the world, pushing your company back in deep red ink, consider this conservative approach. It consists of three tiers, building to Tier 1:


  
    	
      Tier 3: Market Evaluation

    


    	
      Tier 2: Market Validation

    


    	
      Tier 1: Market Penetration

    

  


  Tier 3: Market Evaluation Stage


  The Market Evaluation stage is the research stage. Here you can analyze and measure the importance of each strategic market, individually and inexpensively.


  The thrust of the process lies with targeted Pay-Per-Click (PPC) campaigns for each of the strategic markets you want to evaluate. This involves the following steps:


  
    	
      Establish and activate international PPC campaigns on local prominent search engines. You can localize and adapt your existing PPC campaign for each target market.

    


    	
      Localize one or a few key web pages and link them to your main corporate site. These will be the landing pages from the international PPC ad campaigns. They will lead to a form to complete, a telephone number to call, or an email address to write.

    


    	
      Localize your basic product literature. You’ll need to have basic fulfillment material in PDF in the needed language to send to international prospects. This can include a marketing brochure, your product datasheet, and a few white papers. Once this is done, you can sit back and monitor the activities the PPC campaigns generate in the different parts of the world.

    

  


  Note that in the Market Evaluation stage, you do not necessarily need to be selling products or services online. Your PPC campaigns’ goal is to create sales leads for each international market by generating inbound leads via telephone, web or email, requesting more information about your product. This will allow you to turn low-hanging fruit into international revenue. From the number of requests coming in – or the revenues you are generating – you can gauge the level of interest in each of your strategic markets.


  Your investment is well contained while your activities are revolving around identifying the markets that have the most potential. This process is a low-cost alternative to participating in international trade shows or hiring high-priced research firms to recommend an international channel strategy – a strategy that they will not be responsible for executing or making successful.


  



  Tier 2: Market Validation Stage


  You have identified the key geographies that appear to have the most potential. Now, you can transition these geographies to the Market Validation stage while leaving the others in Evaluation. Your goal in the Market Validation stage: Establish sales channels that will actively pursue selling your product in the promising geographies.


  While you are setting up your sales channels, whether they are value-added resellers (VARs), distributors, in-country sales offices, or online shopping carts, consider any additional localization requirements that your international clients will expect.


  Correct localization takes time and a serious effort. It is best orchestrated by your corporate marketing and product development groups, not by your to-be-hatched, trained, and launched international sales channels.


  Additional marketing collateral and web pages will need to be localized. You may also want to consider localizing other sales collateral, such as your press releases, sales presentations. Furthermore, your product may need to be localized.


  
    	
      If you are selling a software application, consider localizing the graphic user interface, help system, or high-level support documents.

    


    	
      If you are selling hardware, commercial, or industrial equipment, consider translating the basic user or instruction manuals.

    

  


  Since full product localization and support can be costly, keep expenses in check in the Market Validation stage. For instance, try to localize the 20% of your product or website that is used 80% of the time.


  



  Tier 1: Market Penetration Stage


  The Market Validation stage serves the purpose of justifying full localization and simultaneous releases of your product into the needed languages. When it is justified, move these target markets into the Market Penetration stage, Tier 1.


  This is where you want to be in the long term in all of the top ten world markets (eight languages). It is no secret that successful international companies earn over 50% of their revenues from these international markets. Just as it happens to them, it can happen to you!


  Some companies resort to using third parties (such as distributors and VARs) to take on the financial risk of penetrating markets, bypassing the first two stages. While third parties can help take on the initial financial burden and reduce the short-term risk, they can also be quite costly in the long term. Giving up control over a company’s image, brand, and possibly the ownership of its localized product can come back to haunt you when you outgrow your overseas partners and decide to go direct in their markets.


  



  Three-tiered approach in action


  Using the three-tiered approach to geographies and languages, you can penetrate the world by dividing it and then conquering it. Start by putting all the “question mark” geographies and languages into Tier 3, the Market Evaluation stage, where you are performing your due diligence using the efficiency of PPC campaigns.


  They stay in Tier 3 until proven to be “stars” by the number of leads or requests that the PPC campaigns generate. Only then is it time to move them to Tier 2, Market Validation, and actively start building distribution and support channels.


  You will also need to begin offering a minimal localized version of your product. As revenues for Tier 2 geographies pick up, you have justified further investments in localization and support. Now you can move your “cash cows” to Tier 1, the Market Penetration stage.
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  Table 1. Example of a tiered approach for a $20M software company
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  As you evaluate markets, your investment in localization is not lost. Localized marketing and sales collateral can be easily posted on your website for your international prospective clients to download – educating themselves about your company and product with accurate information. They are already doing so using inaccurate and often laughable translations generated by machine translation engines.


  



  What’s next


  You’ve recognized that localization holds big potential for you in a number of global markets. Now the question becomes: How should you localize your products? To help you make the best decision for your company, we’ll examine the available options – and how to choose yours – in Chapter 4, Choosing Your Localization Strategy.


  

  



  Chapter 4: Choosing Your Localization Strategy


  Now that you’ve identified your markets, it’s time to choose the strategy that best fills your company’s needs. Companies that publish software products, or products that have software integrated in them, have special considerations, which we address here.


  With low overhead and relatively small start-up costs, software companies continue to mushroom in the US to provide thousands of applications to niche markets. Furthermore, software is becoming an integral part of many products released.


  Once successful at home, efforts are made to quickly expand globally to gain market share and increase revenues.


  This is when the need for localization first arises. The challenge at hand is to provide a localized product while maintaining a stronghold on improving and evolving it. The separation and the fusion of product localization and product development become the paradox to solve. This requires a workable localization strategy.


  Depending on the importance of the localization task, quality control, time-to-market, and the availability of funds, different strategies may better fit the requirements. Three strategy options are available to you:


  
    	
      Over-the-wall

    


    	
      Coupled

    


    	
      Integrated

    

  


  Note: Don’t skip this chapter if you have already adopted your approach. Your company changes over time. Your localization strategy should evolve alongside.


  



  Over-the-wall


  Companies choose the over-the-wall strategy when they do not want to deal with the localization efforts or incur their direct costs. Localization is instead delegated to international value-added resellers (VARs) or distributors.


  In turn, the VAR will either do the localization internally or outsource the job to a local vendor. In most cases, the VAR assumes a portion or all of the cost of localization as part of the added value that it brings to its local clientele.


  The over-the-wall strategy offers three main advantages:


  
    	
      A localized version of the product can become available.

    


    	
      Development is shielded from the localization effort since there is only one point of contact, which is the point of delivery of files to the localization team.

    


    	
      Companies may not incur direct costs for localization.

    

  


  The disadvantages, however, are numerous:


  
    	
      Companies may not own the final localized product.

    


    	
      Quality will suffer due to the lack of direct control.

    


    	
      VARs often lack the needed localization skills. If they outsource the job to a local vendor, you can’t be sure of its abilities.

    


    	
      Time-to-market will suffer. VARs are incentivized to sell products, not to develop them.

    


    	
      Strategic coordination of multi-language releases is no longer viable.

    

  


  Many companies feel that losing ownership of the product may be the greatest disadvantage, for a number of reasons:


  
    	
      Control over the region is lost, since the company will not own the localized material.

    


    	
      Adding or changing VARs, or going direct in a specific geography becomes a problem, since the VAR that localized the product owns it.

    

  


  Yet even with the numerous disadvantages, many smaller companies with limited funds find this option attractive. They see the need for a localized product to compete with other vendors in the international arena and meet international regulations or customer demands.


  



  Coupled


  As their international business matures in key geographies and becomes strategically important, companies opt to hold tighter controls over quality, schedules, and ownership of their localized products.


  At this point, a loosely coupled integration between the company’s product development group and the localization staff is critical. The company either hires localization staff, works directly with a localization vendor, or both.


  The localization staff coordinates with the development team to plan localization efforts in conjunction with product release schedules. The localization effort will usually begin shortly after the product is stable and its documentation takes shape. This could be at the beta or pre-release stages of the product.


  The coupled strategy has two main disadvantages:


  
    	
      The software company must incur the costs of localization and budget for them.

    


    	
      The localized products may require their own beta or pre-release testing after the English version beta or pre-release testing is finalized.

    

  


  The key advantages of the coupled strategy, however, are many:


  
    	
      Ownership of the localized material: When you own the final product, you have full control over who markets, sells, and distributes the product internationally.

    


    	
      Control over the quality of the localized product: Your company's image, brand, reputation, and standards are maintained.

    


    	
      Control over the time schedules: When you set the schedule, you can avoid losing market opportunities and keep international users in sync with the latest product releases.

    

  


  If you are a marketing executive, these advantages will enable you to plan worldwide rollouts of your product while maintaining the brand image that you seek for both your company and product. It also buys you leverage over VARs or distributors worldwide. Often, you have to rely on more than one distributor in key geographies. By owning the localized product, you will remain in control.


  



  Integrated


  Simultaneous releases of products in English (or any source language) and localized products are becoming a requirement for many companies. Worldwide users want to buy a localized version of the software as soon as, or shortly after, the source version is available. Marketing executives have discovered the necessity of simultaneous localized releases.


  Also, to gain the world’s attention as well as effectively promote their products worldwide, marketing executives doing worldwide rollouts of their products have discovered the need for simultaneous localized releases.


  Simultaneous releases require larger companies – or any company with nonstandard, complex, or numerous applications – to localize their graphical user interfaces (GUIs) in parallel to software development. This calls for the integrated localization strategy.


  So while the over–the-wall strategy has one point of contact with development (receiving final product files) and the coupled approach has two points of contacts (during beta release and final release), the integrated approach has three or more points of contact.


  The integrated strategy therefore allows you to release beta or pre-release software in multiple languages at once. Beta testing can take place simultaneously for all the necessary geographies. This permits you to receive feedback on all localized products in a timely fashion, and make any necessary modifications to the source code before the source version is fully released.


  Manuals, online help files, release notes, and other documents can still be finalized after the source language is stable. These files do not have an impact on the source code.


  The fully integrated strategy will require the localization staff to have frequent access to GUI files. Localizers will often work onsite or with direct access to the content management software or the repository file vault used by the software developers.


  Also, regular updates to the GUI files will be necessary to keep up with the development effort and to permit frequent builds of the localized software. This is required for the localized products to be ready for pre-release with the source language version.


  The main disadvantage of the integrated strategy is that it will add to the costs of localization, sometimes making it unjustifiably high for smaller companies.


  



  Process is king


  Luckily, the integrated strategy may be overkill for most companies. With advances in computer-aided translation (CAT) tools and the advent of software standards, many localization tasks can be separated from the development effort.


  Also, other emerging technologies – such as GUI binary localization tools, translation reuse, translation databases, terminology banks, translation management systems, and online collaboration platforms – have trimmed localization costs and schedules significantly.


  Considering the advantages and disadvantages of each of the three approaches, the coupled localization strategy approach is often the most efficient one to adopt.


  If your company has a global vision, choosing the right localization process for implementing an efficient and effective coupled localization strategy is of paramount importance.


  



  What’s next


  In Part 1, we’ve looked at how you can make your decision to localize, choose the most opportune markets, and select the best strategy for your company. You’re well on your way to establishing an international presence that will translate into profits in today’s global economy.


  But before charging ahead with a project, protect yourself from the possible pitfalls. Learn the truth about the misconceptions and errors that can impede your localization efforts – and how to avoid them – in Part 2: Localization Myths and Missteps.


  Part 2: Localization Myths and Missteps


  You’ve accomplished a lot in Part 1: You have evaluated all that you could gain by localizing your products (Chapters 1 and 2), and you’ve decided to move ahead.


  The groundwork is laid now that you’ve performed your market research using the tools in Chapter 3. You’ve determined the right geographies for your product and how to move ahead in each.


  Finally, after taking a broad look at the localization strategies (Chapter 4), you’ve chosen the best match for your product.


  Before you go any further, make sure you know the truth about localization. It’s a complex process that’s poorly understood. Who performs it, and what does it involve? And why don’t all projects produce effective, profitable results? We’ll examine these questions in the next two chapters.


  
    	
      Chapter 5: Top Five Localization Myths

    


    	
      Chapter 6: Top Five Reasons Why Product Localization Fails

    

  


  Chapter 5, Top Five Localization Myths, exposes the most common erroneous notions about the procedure – what it is and how it’s done. You’ll gain the benefit of wisdom that others take years to acquire. This information will help you determine if you’re investing your localization dollar with the right vendor.


  Chapter 6 builds on this insight by outlining the Top Five Reasons Product Localization Fails. What are the mistakes that drive up costs and lower the success rate? If you’re already localizing, are you making the same mistakes? You’ll be able to answer these questions and choose the best course of action in Part 2.


  Chapter 5: Top Five Localization Myths


  In this chapter, we will shed some light on the top five myths that are believed by many executives and decision makers in the corporate world.


  
    	
      Localization is simply translation.

    


    	
      Anyone who knows a second language can perform translation tasks.

    


    	
      Lower per-word translation rates reduce costs.

    


    	
      A language review cycle is not necessary.

    


    	
      The vendor that provides the best translation sample offers the best quality.

    

  


  Myth 1: Localization is simply translation.


  Many executives do not realize the level of effort involved in localization, dismissing it as simply translation.


  For many years, advances in internet technologies, development tools, authoring tools, and platforms have expanded the use of different file formats and build environments. Software applications and manuals are no longer based only on Microsoft resource files or Word documents. Java, XML, ASP, HTML, and other formats have become standard in many applications and products.


  Furthermore, with the continued trend toward converging technologies, companies are marrying software, hardware, mechanics, chemistry, biology, robotics, optics, and other sciences to develop high-end solutions.


  Translators are now expected to understand all these different technologies and file formats. They must accurately translate only what is needed, without modifying tags, links, or code. If errors are made, a significant amount of debugging time is needed to fix and build the international products.


  Localization is both an art and a science. Do not underestimate the efforts needed or shortcut the process. It takes experienced engineering and translation professionals to localize your product and implement an efficient translation reuse process.


  



  Myth 2: Anyone who knows a second language can perform translation tasks.


  Would you hire anyone who speaks English to be your tech pubs writer, or anyone who knows a computer language to be your programmer? Translators are professionals with years of schooling and translation experience. They earn their living doing translations. Most are native speakers of the language they translate into and live in the countries where it is spoken. Their excellent command of the source languages ensures consistent, accurate, and timely work.


  In sum: Recruiting amateurs to do translation work, even if they know your product or technology well, will lead to inferior results and product delays.


  



  Myth 3: Lower per-word translation rates reduce costs.


  In localization, it is often the long-term costs that matter the most. Software, help systems, documents, and other texts related to products are constantly changing. With each product release, the localized material needs to be updated and synchronized with the source.


  Always keep in mind: Lower upfront translation costs do not necessarily mean lower long-term costs. Four key factors contribute to the ultimate cost:


  
    	
      Process

    


    	
      Maintenance costs

    


    	
      Quality

    


    	
      Ownership

    

  


  Process



  Is the latest and most efficient translation-reuse process being implemented? If translation memory (search engine and database) tools are not used, updates will be very time-consuming and costly.


  



  Maintenance costs


  Vendors who have lower translation rates may have steep penalties built into fuzzy matches (similar but nonidentical matches), repeats, and 100% matches. This creates steep overhead costs each time a new revision of your product needs updating.


  



  Quality


  Although low-quality translation will have lower initial costs, the long-term costs are significant. Keep in mind that any post-translation changes needed will be expensive, especially if you have incurred production costs for layout, desktop publishing, quality assurance, duplication, or printing.


  



  Ownership


  Do you own your translation memories and databases, in addition to your translated products? If you pay for the work, you should own it all.


  



  Myth 4: A language review cycle is not necessary.


  To the untrained eye, a translated text appears final – regardless of the quality or state it is in. However, just as you see the value in having your source files edited by a second writer or your software code reviewed by a second developer, the translated text also should be fully checked by a second translator. The editing cycle should include not only reading through the translated text by a monolingual reviewer, but also verifying it against the source, requiring a professional bilingual reviewer.


  Many vendors with lower rates or higher overhead will cut corners on editing in an effort to turn a profit. They may not ask a second translator to edit the text and instead perform “cursory checks.” The translated text is read through quickly by a monolingual editor, without ensuring that it accurately represents the source. Always ask your vendors what level of editing they perform after translation.


  



  Myth 5: The vendor who provides the best translation sample offers the best quality.


  Asking localization vendors to provide a translation sample is often mistakenly accepted as a lead method to measure vendors’ quality standards. Although the concept might make sense in theory, in reality, it is far from optimal.


  First, much more than translation is needed to truly localize your product for an international market. Second, vendors often provide samples performed by their most qualified translators, who may or may not participate in the actual work once it is started.


  If you request a sample, make sure you know what to expect when you hand over your project to your selected vendor:


  
    	
      The translator translating the sample will be the lead translator on the project.

    

  


  Since this cannot always be guaranteed, it’s often more reliable to check vendors’ references, experience, and track record.


  
    	
      The vendor knows how to manage, prepare, parse, compile, desktop-publish, QA (perform Quality Assurance), and reuse the required files.

    

  


  It is critical to determine up front if the translation vendor is able to complete the whole job. If not, you’ll need extra resources (in-house or outsourced) for uncompleted tasks. Be sure to add those expenses to the vendor’s estimate when deriving your budgets.


  



  The deceit of the translation sample


  "Before I do business with you, you need to prove your worth to me by translating the attached presentation into German and delivering it back no later than Monday. I am timing you, ready, set, go…"


  Although the above is not typical, language service providers do occasionally receive calls from prospective clients asking them to perform free translation samples early in the evaluation process. Their intent is typically to gauge the quality and workmanship of the offered service. Many vendors often comply, which encourages this practice in the industry. But before you ask for your next translation sample, think about its actual value.


  When any company is faced with a test, it is natural for it to put its best foot forward. This requires having the most qualified translator do the work.


  Once the test is accepted and a company is selected, the project starts. At that point, a project manager is assigned to manage tasks. Translation tasks may involve multiple translators, rather than the original translator who worked on the sample. This is not to intentionally deceive the newly acquired client; it is often due to miscommunication, scheduling, availability of translators, and cost tradeoffs. The end result will still be acceptable if you have chosen a competent vendor, but the sample test suddenly looses all its meaning.


  As a cartoon once put it: Individuals can and do make a difference, but it takes teamwork to really mess things up! Therefore, a better indicator of vendors' abilities is not at the micro level, but rather at the macro level. We suggest the following steps:


  
    	
      Narrow down your search to no more than three potential vendors, based on their abilities to meet your language, schedule, technology, process, and price needs.

    


    	
      Ask for references, preferably from clients that they have executed similar projects for. Do your due diligence. Call their clients and ask pertinent questions relating to your requirements. Find out about any problems they encountered and how they were addressed and resolved.

    


    	
      Ask the vendor how often they perform customer satisfaction surveys and request to see the results for the past three years. Make sure you can assure yourself of the vendor’s ability and commitment to retaining clients and satisfying budget, schedule, and quality requirements.

    


    	
      Ask first if you will have a dedicated project manager to work on your project, and then to interview her. A good project manager trumps a good translator. She will be charged with staffing your projects and making them successful. If you are to test someone, test the project manager: her technical skill, ability to communicate, and work ethic. The project manager's SAT scores have more relevance than a translation sample!

    


    	
      If you are still not sure about which vendor to choose, consider performing a paid pilot project, starting with the most promising vendor. The pilot should have similar requirements as your actual project in all aspects except volume.

    

  


  Measuring the success of your pilot project depends not only on accurate translations, but also on other important factors such as responsiveness; timely delivery; accurate billing; ability to meet technical requirements; willingness to adapt to and fulfill your specific needs; and a mutually enjoyable work relationship.


  A translation sample is useful only if you are hiring an individual translator to perform well-defined translation-only tasks, and you are assured that all translation tasks will be executed only by him.


  When choosing a localization vendor, replace your microscope with a kaleidoscope. Focus on your vendor's macro abilities – client successes, background, culture, ethics, and the project manager assigned to you – rather than a small translation sample. The end result will be of much higher quality!


  



  What’s next


  These five myths surrounding localization still hold back many companies, and they may be paying too much for poor quality as a result. But with the information in this chapter in hand, you’re now ready to assess (or reassess) your vendor: not just by price tag, but by value.


  Many vendors you consult will advise you on how to formulate your localization plan. But to optimize your chance of achieving a successful result, you’ll need to be ready to assess whether the suggested approach is a good fit for your unique situation. Are all the elements in place to accomplish an effective localization that will resonate with buyers in your target markets?


  In Chapter 6, you’ll learn how to evaluate a project before you invest the funds that the undertaking requires – and how to avoid the Top Five Reasons Product Localization Fails.


  Chapter 6: Top Five Reasons Why Product Localization Fails


  Localizing a product for international markets is now faster and more efficient than ever. And, the growth in online resources – wikis, blogs, mailing lists, and more – allows smart professionals (like you) to learn about localization before they make their investment.


  And yet, even in the 21st century, we hear of failed international product release attempts or mishaps. Why?


  The following are the top five reasons why product localization falters. Avoiding these mistakes will increase your success rate by orders of magnitude.


  
    	
      Improper or incomplete internationalization of the product

    


    	
      Lack of process

    


    	
      Crippling budgets

    


    	
      Crippling schedules

    


    	
      Inexperienced staff

    

  


  Improper or incomplete internationalization of the product


  Many internationalization efforts fail because they are inaccurate or simply incomplete. Are you covering all of the following?


  
    	
      First, following established internationalization standards to prepare code for localization is a must: Adopt Unicode and externalize user strings.

    


    	
      Next, perform pseudo-translations and carry out quality assurance steps.

    


    	
      Once this is done, create a complete localization kit. Your kit should include the resource bundles, install script, help manuals, and any other files that end users see when they’re using your product.

    


    	
      Finally, double-check your localization kit. Be sure it’s complete and accurate before the localization effort starts.

    

  


  Lack of process


  Not having a localization process (or using an outdated, unproven, or incomplete process) can have long-term consequences for your product's future updates and success. Before you begin localization, design your plan for each of these key steps:


  
    	
      Preparing the files

    


    	
      Building the translation database

    


    	
      Leveraging the translation

    


    	
      Reusing the translation

    

  


  Every company should establish a localization process that permits easy file processing and translation reuse. A collection of project reference materials for each language in your target market – style guides, translation databases, glossaries, and translation knowledgebases – is also essential.


  



  Crippling budgets


  There are very inexpensive ways to produce translations. Machine translation is one way that can be effective when all that’s needed is the gist of a document. But “the gist” is seldom enough, and it’s never acceptable when international releases are the goal.


  Professional translations and localization will require a financial commitment: first, for the initial effort, and then, for the ongoing maintenance. Before setting the budgets for localization, try to estimate what the cost of a failed attempt would be.


  



  Crippling schedules


  Yes, dedicating the right strategy, a strong process, and a large team can help expedite localized releases. But there is a minimum time investment for a quality result that a rush job simply can’t satisfy.


  Give localization projects the time they deserve, even if that comes at the expense of time-to-market. A short delay in a successful product release should always be favored over a fast release of a potentially failed product.


  In Chapter 13, we will discuss how to correctly schedule localization projects.


  



  Inexperienced staff


  Your localization project calls for good project managers, translators, engineers, and layout staff:


  
    	
      Hire experienced translators armed with an excellent command of the source and target languages, as well as a good knowledge of your product's subject area.

    


    	
      Complement them with competent layout and engineering staff.

    


    	
      Then, delegate authority to a capable project manager tasked with delivering results on time, on budget, and within pre-established quality standards.

    

  


  In short, the recipe for localization success is simple: the best technology, people, and processes. Sidestepping the budget and schedule ax requires experience and stature. The most cost-effective way to avoid these problems is to engage an experienced localization vendor, one that offers support at a moment’s notice.


  



  What’s next


  You now have the knowledge that will place you ahead of the pack: You know the truth about common localization myths that others may still believe – and the most common (and very costly) mistakes they make. Combined with the groundwork you’ve laid with the knowledge and tools in Part 1, what else do you need?


  The best way to approach your localization providers is with an understanding of how the process works – and more importantly, how it should work. We’ll explore the need-to-know facts in Part 3: Best Localization Practices.


  Part 3: Best Localization Practices


  So, you have made the decision to localize your product, chosen your markets, and decided upon a strategy (Part 1). In Part 2, you’ve wisely learned from the experience of others so that you can avoid the common mistakes. Now, you’re anxious to delve into the project! Before you do, make sure you familiarize yourself with the best practices for common localization tasks – the do's and don'ts of how to turn your efforts into a glowing success.


  In Part 3, we equip you with insight into the industry that will help you evaluate each localization provider for quality and value. You’ll also learn a number of best practices you can adopt in-house to ease the localization process. The methods in Chapters 7-15 will enhance the final product – and reduce the time, effort, and money it requires.


  
    	
      Chapter 7: Product Localization Processes

    

  


  Choosing the correct localization process is essential to the long-term success of any international product. Translation may be the key task in the initial localization, but translation reuse will become the most important consideration after the first product release.


  Applying the correct localization process to facilitate translation reuse can mean the difference between an international product release that is on time and one that comes after your target date. The guidelines in this chapter will help you choose the process that will best meet your strategic needs.


  
    	
      Chapter 8: Single Sourcing and Technical Translation

    

  


  It has been over twenty years since the benefits of single sourcing have been identified, yet its use in the industry still falls short of its full potential.


  It is no secret that single sourcing can save time and money for any publisher that releases the same content into many formats, media, or channels. In this chapter, you’ll learn more about how the advantages of single sourcing will also carry over into the localization effort.


  
    	
      Chapter 9: Authoring for Localization

    

  


  Often writers work solely in the context of their own language. They may not give much thought to the ramifications of their writing style for localization – how accurately their words will convey their original meaning in another language.


  Writers need not be fluent in other languages to create documents that translate well. This chapter offers basic guidelines that will not only improve the chances of successful localization, but also enhance the quality of the source language. An experienced localization professional shares a few tricks in this chapter.


  
    	
      Chapter 10: Do's and Don'ts of Localizing Art

    

  


  This chapter contains simple but very powerful facts about working with art during localization projects. We provide you with suggestions to follow as you create and store your graphics – tips that will make your localization effort easier and more affordable. So crucial are the best practices described here, you’ll wonder why you never thought of them before!


  
    	
      Chapter 11: Selecting Your Localization and Translation Team

    

  


  This is one of the most critical steps to achieving a localized product that resonates with international consumers. There are many options for choosing a localizer or translator. How do you choose the right one? In this chapter, we’ll review the services and limitations of each to help you make the best choice.


  
    	
      Chapter 12: Selecting In-Country Reviewers

    

  


  In-country reviewers evaluate the result of the initial localization by testing the product. This proofing stage can contribute greatly to the success of your final release. But the process – both the evaluation and the interface between reviewers and localizers – is more complex than many realize. You’ll find what you need to know in this useful chapter.


  
    	
      Chapter 13: How to Plan and Budget for Localization Projects

    

  


  Here you’ll find guidelines and formulas that will help you produce a viable plan with estimates of the time and the expense that your localization project will require. Also, a strategy for approaching software localization projects outlines the best way to proceed as you create and translate each file. You’ll walk away prepared to tackle your next endeavor with the confidence that you’re well equipped.


  
    	
      Chapter 14: Fuzzy Matches and Word Count Demystified

    

  


  The previous chapter armed you with useful tools for setting a plan and budget for your project. A few simple formulas produced approximations of its cost and duration. In this chapter, you’ll get a look inside the localization industry’s method of arriving at the numbers that vendors provide. It’s information that you can use to lower the cost of your next update.


  
    	
      Chapter 15: Last-Minute Updates and Your Budget

    

  


  Last-minute updates to the source files always throw a wrench into localization planning and efforts when it is tolerated least – just before the project is due for release. Here we give you step-by-step instructions on how to deal with these updates in an efficient, stress-free manner. Turn this daunting task into a forte!


  

  



  Chapter 7: Product Localization Processes


  With the fast pace of technology, product updates are a frequent necessity that not many can escape. Even if you are planning to start a completely new localization project, it is important to understand the different process nuances because sooner or later, your product will require updates. Implementing a process up front that can effectively handle updates will save you time and money in the long term.


  In this chapter, we cover the different localization process options that are currently available for localization updates:


  
    	
      Bottom-up

    


    	
      Top-down

    


    	
      Hybrid bottom-up/top-down

    

  


  We’ll examine the advantages and drawbacks of each to help you decide which method is optimal.


  



  Bottom-up


  The bottom-up process dates back to the early days of localization. It relies on simple diff software to compare old and new source files. Once the changes in the source files are identified, translators can apply them to the previously translated (target) files and perform all additional necessary translations or updates.


  While this process works well when changes are minor, it becomes highly complicated and error-prone when the percentage of changes starts exceeding single digits.


  Translators’ time is also used inefficiently. Each translator will be making the same code, tag, and layout updates to the old translated files, for each and every required language, while they are translating the updates.


  



  Top-down


  With the advent of search engine and database technology, translation memory (TM) tools started emerging from companies such as Trados, Atril, Across, Kilgary and others.


  TM products store source and target translation segments in a database. A search engine running in the background can detect the presence of an already translated segment in the database and offer it to the translator at any time in the translation process. This eliminates the need to re-translate any already translated segment.


  While performing updates, the translator relies only on the new source files and the translation memory (TM) database. There is no longer a need for the old translated files. On demand, the search engine finds all previously translated strings stored in the TM database and prompts the translator to accept them into the new source files.


  At the same time, translators no longer need worry about updating, code, tags, or layout, outside the segments to translate (as they must in the bottom-up approach). This methodical work through the new files makes the process much more predictable and manageable, as well as much less error-prone. It also enables translators to focus on what they do best – translate!


  Reusing translations from the TM for the entire file will require linguistic review, layout changes in a desktop publishing (DTP) program, and quality assurance (QA) work. These tasks can be delegated to the appropriate review, layout, and QA staffs.


  Another side benefit of the top-down process is that it allows many translators working on the same project to share translations simultaneously via the TM database. This ability promotes both efficiency and consistency.


  Better quality, more efficiency, and time savings – what more could you ask for?


  Enter the hybrid top-down/bottom-up process.


  



  Hybrid top-down/bottom-up


  The hybrid top-down/bottom-up process harnesses the best of both approaches. It is particularly useful when working with projects involving hundreds or thousands of files, such as online help or single sourced manuals built using HTML or XML.


  To use the hybrid process, you will need access to the old source files and the corresponding target (translated) files. The process uses an automated diff approach to separate the new source files into three categories: no changes; minor changes; and major changes/new.


  
    	
      No Changes: All unchanged files can be reused as-is from previous translations that were done and released, eliminating the need for translation leveraging, updating, layout changes in a DTP program, and QA work.

    


    	
      Minor Changes: Files that have changed slightly can be put through the bottom-up process effectively. This will again eliminate the need to leverage and “re-DTP” them. Language specialists will still need to make minor translation changes, and final QA is still advised.

    


    	
      Major Changes/New: New or heavily changed files can have the top-down process applied to them to avoid human errors and make use of translations stored in the TM. Two processes can be followed here:


      
        	
          Standard: Segment-by-segment leveraging from the TM on all files, requiring linguistic review or check of each segment to ensure accuracy of the leveraging. Segment automatic leveraging is not recommended.

        


        	
          Context Translation: A technology that enables paragraph leveraging before the segment leveraging process is applied. Paragraph automatic leveraging can be trusted to do away with the need to linguistically review or check leveraged paragraphs. Leveraged segments, however, will still need to be linguistically checked.

        

      

    

  


  This technology is limited in the file formats it supports, and it requires the availability of previously translated bilingual intermediate files.


  Once files are translated, layout changes and QA will be required on new and modified files.


  The hybrid process is the best approach to follow. Its impact varies according to the volume and format of files, the frequency of required updates, and the sophistication of the tools and people applying it. It does take specialized tools and experienced localization professionals to understand its abilities and limitations and to apply it where it can be most effective. Your savings in time and costs, however, can be truly significant!


  



  What’s next


  This chapter has introduced you to the localization trade’s processes and tools. Next, we’ll look at what many companies have found to be the most efficient approach to creating and storing the content they submit: single sourcing.


  If you’re already single sourcing, then you know its many benefits in the time, money, and effort saved. Are you using it in all of the appropriate scenarios? If you’re still contemplating whether single sourcing is worth the investment, and its potential return, we’ll help you answer these questions – and what all of this means for your localization projects – in the next chapter.


  Chapter 8: Single Sourcing for Technical Translation


  In situations where costs and time-to-market are overriding considerations, technical writers are finding that manual rearrangement of hardcopy source for online viewing – a process known as "chunking” – is difficult, if not impossible, to do.


  Of even greater concern is the ability to create and maintain technically accurate documentation that can be deployed in either print or online versions from a single source document.


  Just as developers write code that can be compiled for a variety of operating systems, writers can adopt methods for single sourcing their manuals. Reusable text can be shared within source documents, and those same documents can be designed to allow for easy conversion to multiple-output formats such as online help, without the need to manually "chunk" the text.


  Based on a recent survey conducted by Scriptorium (scriptorium.com), only 16.2% of 616 respondents indicated that they do not plan to implement structured authoring. (The State of Structured Authoring in Technical Communication (PDF download),” Scriptorium Technical References and White Papers Store, Scriptorium Publishing Services, 2009, 25 Jan. 2010 <http://store.scriptorium.com/items/technical-references-and-white-papers/state-of-structured-authoring-in-technical-communication-detail.htm>.)


  If you are thinking about transitioning to a new authoring tool, consider moving to an XML-based system, structured or unstructured.


  XML will enable you to apply structured authoring with DITA (Darwin Information Typing Architecture) when needed in the future, allowing single sourcing of your content.


  Your transition to XML-based authoring will also facilitate preparing the files for localization: Most translation management systems (TMS) now support XML.


  By transitioning to XML, your translation memories will contain XML internal tags instead of the nonstandard tags that are currently used with common non-XML based systems. Having XML tags in the translation memory will create long-term efficiencies and reduce fuzzy matches as all your content – marketing, engineering, training, educational, or other – transitions to or standardizes on XML.


  



  When to use single sourcing?


  Single sourcing is best utilized when the same information is to be shared between different manuals or forms of information presentation. Examples include these common scenarios:


  
    	
      A printed document and online help both need to be delivered to the same end user.

    


    	
      Multiple versions of the same manual or help will be adapted for different purposes (such as OEM documentation, student/teacher versions, or documentation for model applications).

    

  


  



  What is available on the market?


  Many of the traditional authoring tools such as FrameMaker, WebWorks Publisher, RoboHelp, and Flare offer single sourcing options. Most of these options provide the basic functionality needed to convert docs to help, or the reverse. However, many do not include any intuitive out-of-the-box tools that would allow writers to easily implement document variations or customize their documents to meet a particular company's unique publishing requirements.


  Writers are also hampered by the fact that authoring tools published by competing companies do not cleanly interface. Some do not support all of the file formats or character sets needed for international releases. Legacy files often cannot be automatically transformed into the new formats needed, thus requiring time-consuming custom implementations. This is why special care needs to be taken when acquiring, applying, customizing, and maintaining a comprehensive and enduring solution.


  Newer authoring tools are built from the ground up with XML and DITA support. XMetaL, oXygen, Arbortext Epic, and XMLSpy are just a few examples of the products you’ll find.


  Chunking documentation into hundreds or thousands of XML files may require the use of a content management system (CMS) to effectively manage and track these files.


  



  Paradigm shift


  By moving away from the traditional authoring tools such as FrameMaker, PageMaker, InDesign, QuarkXPress, and MS Publisher, authors are shifting from page-driven to content-driven authoring.


  In XML, authors set only high-level formatting characteristics on their files without having to deal with a myriad of formatting details.


  Pagination issues, orphan bullets, widow paragraphs, perfectly placed callouts, and other formatting nuances are ignored. This reduces desktop publishing in the source and all the target languages, saving a great deal of time and money as result.


  The end format of single sourced files cannot, however, reach the same professional look and feel that page-driven authoring can achieve.


  



  What is the impact on localization?


  Single sourcing lowers localization costs by eliminating redundancies and therefore, reducing the translation volume. Information that is shared by different products or presented in several display formats (such as printed or PDF documents and online help) can be translated and edited once, and then automatically folded into the different manual versions or formats for all required languages.


  Furthermore, since less formatting is applied to the source, less will be applied to the target. This will lower desktop publishing work significantly when multiple languages are required.


  If your localization vendor discourages applying single sourcing techniques, press them to tell you why – or consider switching to a vendor that welcomes single sourcing and can fully contribute to its implementation.


  



  What is the ROI?


  Moving to a single sourcing environment will be costly! By the time you purchase the needed authoring systems, converters, and content management software; train your technical writers to use the new tools; and convert your content from your legacy environment to the newly purchased solution, you will have to spend much time and resources completing the needed tasks.


  However, once fully operational, savings can be considerable: not only on the source-document generation side, but also in translation, desktop publishing, and quality assurance costs. When the single sourcing solution is used with all required file formats and languages, the reductions in cost on the source side of the documents is also realized for all the localized target versions.


  When multiple language releases are required, savings will increase geometrically. Also, the time saved will facilitate simultaneous releases in all of your target languages. The return on investment (ROI) of single sourcing, particularly when localization is involved, can be substantial.


  



  Tradeoff


  Single sourcing does come with tradeoffs. Publishing perfectly polished manuals will require additional desktop publishing work before they are released to print. This offsets much of the savings achieved, since the additional work must be applied for all source and target languages.


  Oftentimes, however, publishers prefer to save 20-30% in authoring and localization costs by single sourcing. These funds can then be invested into additional language translations instead of cosmetic desktop publishing niceties. A user of a software application may not care whether there are no orphan bullets or paragraphs in the documentation if the text is in a language that he or she cannot comprehend!


  



  What’s next


  Writers working with single sourcing tools can lower your localization costs by creating the same content just once. Were you aware that they can also reduce your expenses by writing more effectively? Writers who know a few tricks about authoring text destined for localization can produce documents that translate more efficiently and more accurately. The same clarity that facilitates internationalization will benefit users in your home market. We’ll show you how you can improve your content in the next chapter, Authoring for Localization.


  Chapter 9: Authoring For Localization


  Localization often starts only after the source text is finished, leaving translators with no opportunity to improve the finished source. Working with the wrong localization partner can lead to a garbage-in, garbage-out scenario.


  We asked a seasoned translator how we could proactively influence writers in order to improve documentation quality for all end users, international and local. Having translated countless documents, she suggests the following recommendations.


  



  Consistency, please!


  Use consistent terminology to minimize user confusion and save on translation research time. When referring to a specific term or software GUI item, use the same wording – both throughout the documentation and between the GUI and documentation. Review the entire document after every update of the product.


  Use consistent style for similar and repetitive procedures, and in headings, to enhance documentation clarity and structure. Doing so streamlines the text in a way that allows maximum leverage from the translation memory. For example, if the heading style "Creating a file" is used, follow with "Selecting a profile” – not "Selection of a profile.”


  Be consistent with punctuation, capitalization, and formatting to enhance the "professional aspect" of text. Consistently use documentation templates, and capitalize or bold all references to GUI items. Avoiding ambiguity helps the reader understand whether a term is a generic one or a reference to a specific item in the GUI.


  Develop a style guide and obey it. Doing so will do wonders for the quality of both source and localized text. Furthermore, with the advent of controlled-language tools that plug into your authoring tools, writers can now ensure that the source is consistent and less verbose.


  



  Keep it simple


  Use clear, straightforward language and short sentences, and both the translators and the end users will thank you. What may be clear to the author may not necessarily be clear to readers. For example, "white cable connector" can mean a white-cable connector or a white cable-connector. You can prevent this confusion in two ways:


  
    	
      Use hyphens for word associations (as in the above example).

    


    	
      Limit the number of nouns that qualify a noun.

    

  


  Repeat nouns instead of using backward-pointing pronouns. Also, whenever possible, use the "of" form instead of the possessive.


  Have your text reviewed and edited by a colleague who is not familiar with the product but understands your style guide requirements. Doing so will not only help translators convert your work to all required languages, it will also assist end users, who depend on you to understand the product.


  Avoid using culture-specific references that might not be familiar to an international reader. After translation, they may not convey their intended meaning.


  



  Include a glossary


  Include a glossary at the end of the manual to help clarify key terms and concepts, especially product-specific terms or deviations from common standards. This allows readers to associate those industry- or product-specific terms with established concepts they know.


  



  Never forget rule #1


  Always write with all end users in mind -- local and international.


  



  What’s next


  Everyone knows that the words in their documentation must be translated in order to reach consumers in international markets. But many fail to take into account the graphics in the documents: They too must be localized. That’s important to keep in mind, because it can contribute significantly to the cost of the project.


  But there’s good news: Just as your written content can be set up to facilitate translation and localization, so can your artwork. The next chapter includes strategies you can use while creating graphics and storing the files that will help you reduce your localization expenses.


  Chapter 10: Do’s and Don'ts of Localizing Art


  It is said that a picture is worth a thousand words. Yet many companies balk at the cost of localizing artwork, despite the fact that each graphic costs far less than translating a thousand words. Nonetheless, art file localization can add substantially to the localization cost of manuals, documents, and help files. The following are principles you can follow to help minimize these costs.


  Do use art only when necessary. Often (particularly with online help), the user is running software simultaneously to the help file. Displaying dialog-box bitmaps in the online help may be redundant, since the software is already displaying that dialog box. By minimizing the use of dialog-box art, you’ll reduce the need for recapture in all necessary languages – and the associated cost.


  Don't incorporate excessive details into the art files, especially the information that could change with each release. Here are a few specific guidelines to follow:


  
    	
      Remove the product's version number or name from the dialog box header and body.

    


    	
      Avoid using special Windows themes. Stick to standard ones instead.

    


    	
      Keep dialog boxes independent of the version of your software or Windows. You’ll then be able to reuse them as-is in future updates of your software.

    


    	
      Capture only the part of the dialog that is pertinent to the context, as opposed to the entire dialog. This will minimize the chance of changes that will require subsequent recapture.

    

  


  Do save all necessary files and steps used to create artwork.


  If you are generating dialog boxes from your software, make sure you archive all the necessary project files that are used in the process. If there is a way to record a macro as well, do so. You are more familiar with your requirements and software than the person who will be tasked with generating localized art. Making all the initial project files available will simplify the recapture process, reducing its time and cost.


  Don't embed graphics in the documents. Art should always be linked to the main document. Although this creates more files to manage, it also gives each art file its own identity, enabling easy reuse in future updates. Furthermore, this will make the main document size much smaller and more manageable for translation memory tools that process it during localization.


  Do use callouts whenever possible outside the graphics. Minimizing text embedded in a graphic will reduce the localization cost. Callouts can be easily translated with the rest of the document. Art that does not contain text may require no localization efforts at all. (Culture-sensitive art is the exception, but this is not often found in technical manuals or software help.)


  If you are single sourcing in XML, callouts will not be supported. In this case, embed only labels (A, B, C… or 1, 2, 3…) inside the graphics to replace callouts. Reference these labels in the documentation so that their translations can be handled while translating the documents without the need to edit the graphics.


  Don't mix art you are localizing with art common to all languages. Separate art files into two folders: “localizable” and “common.” This will optimize disk space, since only localizable art will be duplicated for each language.


  Also, apply a time stamp to art files to indicate their release dates. Having files separated and stamped will facilitate reuse of localized art from previous releases. Together, these two steps will reduce the time needed for sorting and generating work estimates.


  With the advent of all-in-one image analysis applications, localization specialists can now load and browse all localizable art files in one interface. The files can then be grouped by function:


  
    	
      Translation, capture, animation, and complex categories

    


    	
      Text extraction for translation

    


    	
      Report generation to guide the localization process

    


    	
      QA of the source and target graphics in one interface

    

  


  Don't discard the source files. After sophisticated art has been created in vectorized formats (such as EPS, AI, WMF, etc.), it is often saved in bitmap formats (GIF, BMP, JPG, etc.). However, source text embedded in bitmap files with complex background colors or graphics is often impossible to replace with target text without disturbing the background graphics. Having the vectorized, multi-layer format files available will preserve all background information and enable simple replacement of the text with the necessary translations.


  Do use art where necessary to facilitate the user's understanding and use of your product. After all, it is the end user you are ultimately tasked to communicate with, not your localization service provider.


  



  What’s next


  In the past two chapters, we’ve looked at the practices you can adopt in-house to increase the likelihood of a successful localization of your product. These strategies will help contain or cut the expenses of your next project. Now that you’ve prepared good content that will lend itself to effective internationalization, you’re ready to move the next task: Selecting Your Localization and Translation Team. We’ll help you examine each option in the following chapter.


  Chapter 11: Selecting Your Localization and Translation Team


  As your company expands into global markets, catering to your newly targeted international clients' language needs will soon become a requirement that can no longer be ignored.


  Many options are available to fill this need. This chapter outlines the different alternatives, along with the pros and cons of each.


  



  Using existing internal resources


  With the perception that this option will eliminate translation costs, management sometimes opts to utilize internal resources to perform the needed translations. This is the least likely option for success. First, your in-house resources are already burdened with other duties. They also often lack the knowledge needed to incorporate a coherent localization and translation process, and rarely do they possess the necessary translation skills and experience. Given these factors, the resulting output will most likely be a late product, if any, with serious quality problems.


  



  Hiring independent translators on a contract basis


  Hiring professionals to perform the translation job is always the way to go, but it is only part of the solution. Keep in mind that releasing your product in multiple languages is not just a job of translating text. It also requires flawless project coordination, along with expert desktop publishing, engineering, and quality assurance. Contract translators often lack these capabilities.


  Also, using independent contractors demands that you locate, screen, train, and oversee translators for each project. This investment of your time and resources may not be justifiable, since it is a lot of work for a short-term gain.


  



  Hiring permanent internal translators


  Hiring internal translators will preserve the company's investment as well as allow continuity in the style, quality, and requirements of the translated product. Often, however, translation tasks need to take place within 6-12 weeks of the release of the source product. Responding to these peaks in demand (as well as the valleys) requires the ability to staff up and down as product release dates dictate – creating scheduling nightmares with each project.


  



  Outsourcing to single-language vendors


  Outsourcing to single-language vendors will give you a larger pool of translators to help you deal with the peaks in translation demand that occur around your product release date.


  Using many single-language vendors however, will require extensive coordination amongst them. You’ll have to make sure that each one:


  
    	
      Holds all your requirements

    


    	
      Uses a consistent localization process

    


    	
      Supports the same translation memory formats

    


    	
      Owns the needed tools and expertise to deal with your product requirements

    

  


  Finally, single-language vendors frequently operate overseas. This makes different time zones a potential issue – and further complicates the coordination between teams.


  



  Delegating to distributors and VARs (Value-Added Resellers)


  Distributors often hold excellent knowledge of the country they operate in. However, their task is to sell and promote the product. The staffs that run your distribution channel are sales professionals, not professional translators and localizers. As a result, delegating to distributors can lead to the availability of a localized product at the cost of potentially losing control over quality, time-to-market, and ownership. That’s a high price to pay!


  While leveraging distributors can be a great way to test the validity of a localized product in new markets, it is often not a long-term solution. Product localization should be a strategic function implemented by product development and supported by corporate management.


  



  Outsourcing to a multi-language vendor


  Outsourcing to a multi-language vendor offers you several key advantages:


  
    	
      Consistent translation methodology for all languages

    


    	
      Consistent quality standards for all languages

    


    	
      Consistent schedules and delivery for all languages, enabling simultaneous product roll-outs

    

  


  The additional services that a multi-language vendor offers will expedite the translation process and protect your long-term investment. These are just a sample of the benefits you’ll gain:


  
    	
      A single point of contact for the client, minimizing internal coordination efforts

    


    	
      Professional desktop publishing, engineering, QA, and project management when you need them

    


    	
      Access to large pools of translators in all languages

    


    	
      Use of the latest efficiency-enabling technologies

    


    	
      A knowledgebase that is built and maintained for the long term

    

  


  The costs of working with the correct multi-language vendor may at first appear to be higher than those of the other options addressed above. But when you factor in all of the additional internal efforts that others require and take an honest account of potential opportunity costs for each scenario, it’s clearly the most reliable, cost-effective way to go.


  Make no mistake about it: A six-month slip in product release, coupled with quality problems in a strategic geography, can dramatically impact the financial health of your company.


  There is an old and true Arabic proverb: Give your dough to the baker even if he eats half of it. International users are notorious for shelving poorly localized products and using the source language version instead, or even worse, your competitor's version. Don't risk burning your company's reputation overseas just to save a few dollars; hire professionals!


  



  What’s next


  Your localization/translation team performs the basic task of localizing your product by converting the text into the target language. A comprehensive provider will also render your graphics so that they convey the intended meaning in the culture where you’ll market your products.


  In-country reviewers can contribute by testing the product and determining how potential users respond to it. The services they provide should add more value than simply validation, however. To learn how to choose a team that can deliver the maximal return, continue to our next chapter: Selecting Your In-Country Reviewers.


  Chapter 12: Selecting Your In-Country Reviewers


  Most companies performing product localization rely on in-country partners or staffs to test and proof the localized product before it is released. It is a prudent measure to take. A strong in-country review process not only ensures end user satisfaction, but also provides valuable information and feedback to your localization team that will help them improve long-term quality and better meet users’ evolving needs.


  Companies go about assigning in-country help in many ways. The following are some alternatives, along with important matters to consider before the project starts.


  



  Paid vs. volunteered


  In-country staffs, which are often sales professionals, are frequently asked to volunteer their time to perform the localization proof. The logic is that their input will help improve quality and hence, sales.


  Sales staffs' primary function, however, is to sell. They are hired and compensated accordingly. This priority always takes precedence over proofing products, causing unwanted delays in schedules and releases during their busy times, such as end of quarter or end of year.


  When working with volunteers, recognize that you have limited control over them. To account for this, schedule plenty of time to allow for other priorities to surface while the localization proof is taking place. Also, plan for in-country vacation schedules, which may be very different from local schedules.


  If you want full control over the project, do not recruit volunteers – hire professionals. The extra cost is well justified by quicker time-to-market.


  



  Language vs. product proficiency


  When hiring in-country reviewers to proof the localized product, identify up front the added value you expect them to bring to the table. Often the expertise needed during the proof stage is not necessarily language-related but rather, product-related. This can complement the language expertise of the technical translation staffs.


  Your in-country reviewers should have the product knowledge to ensure that the localized product is well understood by local users. But if the reviewers lack proper language expertise, continue to give your localization staffs the authority to correct any typos or other language errors introduced during the proof process.


  Your in-country staffs have a purpose and are expected to add value. Do not fault your localization team if that added value does take place. Look at the changes as enhancements, not corrections to mistakes introduced due to incompetence. Encourage the localization team to review the changes, learn from them, and adapt to better meet future needs. Updating style guides, glossaries, and the translation databases with this information clears a path to perfection.


  



  Tool and process proficiency


  Often the process in which the proof stage is implemented is not defined until after the team is assembled and the project begins. Avoid doing this. Before the project starts, make sure that the localization and in-country review teams agree how they will interface, including the file formats they will use and interchange. Also, ensure that the process works in an efficient, repetitive, and constructive manner.


  An infrastructure will need to be put in place to achieve that. The in-country reviewers may need to acquire special tools and techniques. If they are not properly used, the translation database may become inaccurate, or the files that are being reviewed may become corrupted. This creates more work on the back end for the localization team – and consequently, increases the expense and delays releases.


  Always iron out all the process and tool details before the project starts, and make sure everyone is trained in using them. Pilot runs are ideal in this situation.


  



  Integration of the requirements and the team


  In-country reviewers are often the final judges of the quality of the localized product prior to its release. Gaps in the quality always occur when the requirements are not properly communicated by them or to them. Make sure that your localization team and your in-country reviewers agree on the requirements and quality standards from the beginning of a project. This way, everyone works for a common goal.


  When in-country reviewers are treated as an afterthought to the entire process – as is often the case – glossaries, translation memories (databases), style guides, and other requirements are not communicated to them until it may be too late.


  In-country reviewers should be an integral part of the localization team and project from the start – that is, if you want complete and timely success of your projects. By using an online Translation Management System (TMS) such as gvAccess.com, you will not only facilitate collaboration and communication between your in-country reviewers and the localization team. You’ll also ensure that the correct workflow, process, and quality are maintained throughout. And you’ll know that all stakeholders are contributing effectively over the entire project cycle, when and as needed.


  



  What’s next


  Choosing your teams of translators and in-country reviewers is a key step in your localization effort. Having the right people on your side will increase your chances of success exponentially. But this is just one part of your approach. Next, we’ll show you the fundamentals to constructing your comprehensive strategy in Chapter 13: How to Plan and Budget for Localization and Translation Projects.


  Chapter 13: How to Plan and Budget for Localization and Translation Projects


  In today's business environment, the companies that are thriving in all industries are thinking globally. The ones that don't will ultimately be taken over by the ones that do – or simply perish.


  To succeed globally, companies realize that they have to cater to international customers' languages. After all, the language of business is not English; it is the language of the customer. Speaking your client’s language requires that your products also speak their language. Product localization or translation and a commitment to it from the top are hence required. (Refer to Chapters 1 and 2 to learn more.)


  So: How do you plan and budget for localization and translation projects? Here is a simple guide that can help you throughout this process.


  How to come up with a budget?


  Translation costs vary according to number of factors: Language, text type, percentage of repeat in text, file format, engineering efforts involved, and graphics to be translated or captured, as well as many other factors. By using the equation below, you can come up with an approximate cost.


  
    	
      Calculate the total number of words in your product and all other files that require translation (such as online help, manuals, website, and marketing collateral).

    


    	
      Multiply it by the number of languages to localize into.

    


    	
      Divide by three, and you will have the total dollar budget for localization.

    

  


  Budget for localization = (Total number of words x Number of languages) / 3


  Note: It is often not easy to derive an accurate word count. Repeated sentences, markup, tags, and code in files should not be counted. This is why it is always safer to get your localization experts involved in deriving the word count.


  Also note that language costs can vary greatly. For instance, localization from English into Japanese is more costly than localization from English into Spanish. The above provides a reasonable method to derive approximate localization costs when three or more languages are required.


  What will localization updates of already localized products cost?


  Updates costs typically vary with the percentage of change in the product documents, help, and other files requiring translation. Translation memory tools ease the update and leveraging of old translations, so you can expect significant savings. However, file preparation, leveraging of previous translation, desktop publishing, or quality assurance (QA) will need to be performed on all files, regardless of the percentage of change.


  This is why roughly 25% of initial project costs are incurred with each major update. On average, a product changes about 15% from one release to another. It is therefore a good practice to budget approximately 40% of the initial project cost for product updates.


  Budget for updates = 0.4 x (Total number of words x Number of languages) / 3


  There are a few guidelines to follow when you use this formula:


  
    	
      This equation applies only to updates to products that were previously translated and whose translation memories are either available or easily recreated. If you are updating in some languages while also adding new languages, apply the first equation to the new languages.

    


    	
      If the translation memory is not readily available, it will have to be re-created from old translations. In this case, all old source and corresponding target files need to be available electronically. An alignment process will occur, which may add to the project costs.

    


    	
      Lastly, you may find it difficult to estimate the percentage of change in documents. Localization experts use special analysis tools to derive precise numbers that represent the actual effort involved. (You’ll learn more about these tools in the next chapter.)

    

  


  How much time will the localization effort take?


  A translator can typically translate 10,000 words per week. So, you can estimate the number of weeks needed to translate a product with this simple approach:


  
    	
      Multiply the number of translators you can allocate to the project by 10,000.

    


    	
      Divide the total number of words to translate by the result. This will give you the number of weeks needed to translate a project.

    


    	
      Add 2.5 to this number: half a week for file preparation, one week to finalize the editing, and one week to finalize the layout and QA on the files. You then have the total number of weeks needed to complete a localization project.

    

  


  Project duration = [Total number of words / (10,000 x # of translators)] + 2.5 weeks


  Keep in mind that editing and layout can start as soon some files are translated, so one additional week for editing is not the entire editing time, but only the time by which editing lags translation. The same applies for layout and QA, since it lags editing. For every three translators, you will need one editor and one layout engineer.


  Note: We do not recommend using an excessive number of translators to expedite the project. The fewer translators you use, the more consistent the style and the quality will be. Use your best judgment, or consult a professional localization firm. To learn more about the balance between the number of translators and the quality of the end result, read too many cooks.


  Finally, remember that if you require additional QA (Quality Assurance) steps or in-country proof of the translation, you will need to account extra time to allow for them.


  



  What order to translate the files in?


  If you are localizing a software application, always plan to translate the Graphical User Interface (GUI) files first. This is the best way to ensure consistency between the GUI, the online help system, and the manuals. It will also give your beta testers the time needed to QA the localized application before its release.


  If the manuals are to be printed, work on them next. This will buy your printer enough time to print them before you release your product.


  Next, work on the online help. Online help files are electronic, so if you are falling behind schedule, they can always be added to a service pack update that your users can download from your ftp server. If you ship software, it often takes a week for your product to be delivered to international end users, and even longer for them to find the time to open the box and install it. By this time, localized online help would be ready for download and install.


  Correct order of files localized = GUI → Manuals → Help


  Note: If you single source the documents and the help files, always start by translating the source. Then, automatically generate all the target formats. (See Chapter 8, Single Sourcing for Technical Translation, for more on this topic).


  Keep in mind that these are first-order equations that can be used to get approximate figures when planning for localization. Although they are good approximations, they will only "get the ball on the green", so don’t expect a hole-in-one! Always have your localization vendor confirm the numbers before you commit to a purchase order.


  



  What’s next


  The tools in this chapter have helped to give you a rough idea of how to plan and budget for your project. But when you submit your material to localization/translation providers, they come back to you with figures that are more precise: the size of the undertaking, how long it will take, and how much it will cost. How do they arrive at these numbers?


  The process may not be so intuitive when you’re performing updates to previously localized material. In the next chapter, we’ll introduce the concepts and the tools you’ll encounter when you request your next estimate.


  Chapter 14: Fuzzy Matches and Word Count Demystified


  Most content publishers (software or other) perform regular updates of their product, manuals, website, and marketing literature. They update their source language files and engage their localization vendor or staff to update all the supported target languages.


  Changes to the source files take the one of three forms:


  
    	
      Additions (new text)

    


    	
      Deletions (removal of obsolete text)

    


    	
      Edits (modifications to existing text)

    

  


  The new text requires new translations for each target language. The deleted text is disregarded. The edited or modified text will require updating in all target languages.


  When a top-down localization process is applied and a translation database (translation memory or TM) is in use, the search engine looks for segments changes – changes to complete phrases or complete segments to the source.
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  Figure 1: Example of fuzzy matching analysis


  The following is the result:


  
    

    
      	
        
          	
            No match or new text: Typically generates little match in the database and requires full translation.

          


          	
            Repeat or unchanged text: Generates a 100% match from the database, not requiring any changes.

          


          	
            Edited or modified text: Results in a "fuzzy" match. This is a match in the database that can be anywhere from 50-99% of the original. Anything under 50% is considered no match.

          


          	
            Deleted text: Produces no impact on the translation update effort when the top-down process is used, since the text no longer exists.

          

        

      
    

  


  Translation databases store language pair segments or sentences. A search engine is run on the newly released source text, which analyzes the text one segment at a time and compares it against what is already in the database.


  
    	
      If a 100% match is found, then it is considered an exact match.

    


    	
      If the search engine finds a similar but not exact match, it allocates a fuzzy match percentage to it, anywhere from 50% to 99%.

    

  


  For instance, a sentence with ten words having just one word difference from a sentence already stored in the database will result in a 90% fuzzy match. If it has only five words in common with another sentence, then the fuzzy match is 50%.


  By calculating the fuzzy match of each sentence, project managers can approximate the effort of translation that is needed to perform the full updates in any target language.


  One can then apply weights to strings to calculate the "equivalent" new word count to translate. For instance:


  
    	
      A 95% fuzzy match sentence may cost only 20% of the new word translation costs.

    


    	
      An 80% fuzzy match sentence may cost 60% of the new word translation costs.

    


    	
      Anything lower than a 75% fuzzy match will cost 100% of the new word translation costs.

    

  


  Other percentages may be applied throughout.


  Changes that are internal to the sentence tags (such as formatting or hyperlinks) will also force a fuzzy match, invoking a weight to be applied as they require translator intervention.


  The analysis and calculations are done by the translation database/search engine software, based on algorithms that objectively approximate the new number of words to translate. The results may not always be 100% exact. But in over 14 years of using these algorithms, we managed to satisfy all our clients.


  Applying an appropriate weight to each fuzzy match is a process that companies use to estimate not only the cost, but also the staffing and scheduling data. This is how GlobalVision accomplishes 98% of its projects on schedule and on budget for its clients!


  



  What’s next


  This chapter has shown you how localization and translation professionals produce the estimates that they provide when you submit your project. You can now modify your update strategy to help these tools work toward your advantage – for instance, by decreasing the number of changes that aren’t essential to accommodating your new product. This could potentially lower your update costs a great deal.


  There is another factor that influences the price of a product update: last-minute changes to the product or documentation. How can you avoid these and the resulting expenses that they incur? We’ll explore this in Chapter 15, Last-Minute Updates and Your Budget.


  Chapter 15: Last-Minute Updates and Your Budget


  There’s a very old (and, unfortunately, very true) saying in high tech that sometimes you have to shoot the developer before a product can be released to manufacturing. When developers change or add product functionality at the last minute, tech pub writers must scramble to update the documentation so that it doesn't gate the release. When you consider that localization is taking place at the same time, the ripple effect of updating the documents can have international ramifications.


  Obviously, once documentation has been released for localization, early and minimal changes to that documentation can reduce your localization costs. But what if this is not possible?


  The localization process often involves file prep, translation, linguistic edit (or review), layout or desktop publishing (DTP), and quality assurance (QA) before docs can be released to printing or manufacturing. Pre-release changes can occur at any time throughout this process. The sophistication of the localization methodology, as well as the tech pubs' relationship with the localization group, become essential in maintaining firm control over quality, costs, and schedules regardless of when and how often the necessary (and inevitable) updates take place.


  How can you reduce localization costs with constant updates taking place? Consider these suggestions:


  
    	
      Once translation has started, deliver changes to your localization group before the linguistic edit/review cycle begins. Once translation is complete, the localization group can use the top-down process and translation memory software to leverage already-translated strings in the newly delivered files. This will reduce the cost of translating the new or changed material. Review can then proceed as usual, followed by DTP and QA.

    

  


  Cost and scheduling impact are minimal. The process of leveraging from translation is automatic, and newly introduced text can still be checked during linguistic edit.


  
    	
      If minor changes to the source files are delivered after the linguistic edit has started, the best place to implement them is directly in the target files during QA. To facilitate bottom-up localization, provide new source files with revision marks (change bars) enabled, so that changes are easily identified.

    

  


  This process bypasses translation memory. The impact on cost and scheduling is minimal, since the main process remains intact and changes are minor. If desired, translation memories can also be updated at a later stage to include important changes.


  
    	
      If major changes to the source files are delivered after the editing cycle has started (but before the DTP), leveraging the translation from the translation memory is essential, requiring a top-down approach. At this point, incremental costs should rise in proportion to the percentage of change, plus include checking the leveraged text. DTP and QA charges, however, should not change.

    


    	
      If major changes to the source files are delivered after layout/DTP, approach them as a new project. They will require new project specs, plans, schedules, and budgets. This is the costliest scenario possible, prior to committing printing costs, and should be avoided whenever possible.

    

  


  If you single source your documentation or use structured XML, only changed XML modules will need to be updated. A hybrid top-down/bottom-up process can be applied to all the changed XML files to minimize update costs.


  



  Optimal solution


  Given the situations outlined above, the challenge for localization groups is to facilitate change orders while minimizing the costs and duration of updates. To accomplish this, you’ll need the following:


  
    	
      A thorough understanding of all available methodologies for top-down and bottom-up localization. These methodologies make it possible to leverage current translations and/or update target files as needed.

    


    	
      The best localization tools and techniques available in the industry. Tools are readily available to enable leveraging of one paragraph and/or segment at a time, thus minimizing the time and costs of linguistic edits, layout, and QA.

    


    	
      Accurate analytical methods to generate localization project specifications. This makes expense calculation an objective process, independent of human error.

    


    	
      Allotment of proportionate costs to efforts. An honest approach to associating costs to efforts can be accomplished when strong relationships are built among the involved groups.

    


    	
      Strong leadership and project management. Only when you properly plan and execute your release schedules along with the change orders can you keep the sanity of your technical writers, translators, and localization staff. The stress factor is very high around release time, and this is often when last-minute updates come to bear.

    

  


  In reality, you do not need to “shoot” your developers in order to release products and contain the localization costs associated with last-minute changes. Establishing a comprehensive process (see Chapter 7: Product Localization Processes) and a strong relationship between your technical publications and localization teams will reduce costs and time-to-market.


  Remember: Although a robust localization process may not be a core competency for a technical publications group, it’s one that a professional language translation services group or vendor should have.


  



  What’s next


  In Part 3, you’ve gained a strong understanding of industry and in-house best practices. The past three chapters have focused on the ways you can adopt them to set a plan that includes a realistic budget.


  Next, Part 4: Promote Quality and Contain Costs expands upon this knowledge by showing you how to maximize the quality of your localization efforts while staying within the budget you’ve established. We’ll show you how to get the most for your localization dollar – and how you can reduce those costs.


  Part 4: Promote Quality and Contain Costs


  Part 4 is the natural extension of all you’ve learned up to this point. Here we help you answer the question that everyone in localization asks: How can I get a quality result without exceeding my budget?


  This universal challenge has been the theme of the book. Parts 1 and 2 – When and Why to Localize and Localization Myths and Missteps – introduced you to the process in the context of going about it the right way from the start: making the commitment to a framework that generates a successfully localized product while containing costs.


  It is a goal that is the very purpose of Part 3, Localization Best Practices. Because industry best practices are so closely linked to quality, you’ll see some of the strategies from the previous chapters again here. Part 4 begins with two ready-reference compilations of tips for getting the best results and minimizing expenses:


  
    	
      Chapter 16: Reducing Localization Costs

    


    	
      Chapter 17: Ten Tips to Reduce Localization Update Costs

    

  


  Chapter 16, Reducing Localization Costs, focuses on the initial effort – the first time a product is localized. This stage is critical because it will have reverberations through everything that lies ahead. You’ll find a brief summation of a few tips from earlier chapters, plus a list of new suggestions.


  Chapter 17, Ten Tips to Reduce Localization Update Costs, addresses a separate topic. It differs from the initial effort because you now have a new, very important question: How can I make the most of what I already have? We’ll give you the essential guidelines to help you minimize the expense of your next product update.


  None of these money-saving measures can come at the cost of quality. And quality cannot be achieved or maintained without a solid quality assurance (QA) process in place. When you’re preparing your product for international release, QA isn’t something you leave to your vendor, as you’ll learn here:


  
    	
      Chapter 18: Localization QA: How Important?

    


    	
      Chapter 19: Ten Tips for Achieving Quality in Localization

    

  


  Chapter 18 introduces you to the concept and its significance in Localization QA: How Important? You’ll also gain an understanding of the steps involved in this critical process. Most importantly, you will discover the key role you can (and should) play in it to ensure that you’re getting the best result for your investment.


  Ten Tips for Achieving Quality in Localization (Chapter 19) concentrates more intently upon what you can be doing in-house to obtain excellence along with value. We’ll revisit a few of the fundamental principles, such as strategies and processes, to help you make sure you’re on the right track. But the focus here is on the QA process: how it works, and how you can make it work for you.


  Chapter 16: Reducing Localization Costs


  As most involved in localization know, it is common practice for technical translation services vendors to generate project estimates based on the number of words, pages, and graphics in the to-be-localized manuals and online help. Professional writers in the industry use the following practices to reduce localization costs for their companies and clients.


  
    

  


  1. Verbosity is the enemy



  Translation costs contribute to over 50% of a localization project's costs, so any optimization you do to reduce the word count will lead to lower translation and localization expenses.


  When budgets are tight, remember the Pareto principle – the 80/20 rule. Only 20% of your product is used 80% of the time by your users. Try to identify the parts that are never or rarely used and minimize them. You may decide to localize only 20-30% of your product's documentation or help, or to release a "light" localized version of your product.


  It therefore pays to be concise and straight to the point, eliminating unnecessary text when localization is imminent. When you write technical documents, remember that simplicity is very much desired by the end user. Antoine de St. Exupéry summarized it well without even thinking of localization when he said, “Perfection is reached not when there’s nothing left to add, but when there’s nothing left to remove.”


  
    

  


  2. Reuse strings and sentences whenever context permits it



  Many product localization vendors give credit for repeated text, since re-translation is easily eliminated when translation memory and search engines are used. If your localization vendor is not significantly crediting you for repeated text or 100% matches, you should insist on it. (Learn more about how vendors use matches to generate project estimates in Chapter 14, Fuzzy Matches and Word Count Demystified.)


  
    

  


  3. Reuse text between online help and manuals as much as possible



  Single sourcing documentation and online help is an excellent way to save on localization costs. If you don’t single source, try to share text as-is among the different documents. (Refer to Chapter 8, Single Sourcing for Technical Translation.)


  
    

  


  4. Thoroughly edit documents before sending them out for localization



  Once localization has begun, changes made to the source files will need to be folded into all languages. Change orders can become very costly when multiple languages are involved. Properly editing documents before localization starts will reduce the cost of updates and minimize the number of queries that will arrive from the translators.


  



  5. Resist the urge to make non-technical or cosmetic changes between documentation versions


  Modifications to the original text often prevent the translation memory's search engine from making exact matches, resulting in increased costs and time due to translation updates. Save your cosmetic updates to documents when you move to a new authoring system, or when you have major changes needed in them.


  



  6. If possible, use US letter or A4 page formats (as opposed to smaller page formats) for online manuals


  A4 and US letter format printers are inexpensive and widely available to users, so be sure to release any PDF or online manuals in either of these formats. Others may make it harder for users to print.


  Furthermore, using A4 or US letter rather than more common smaller page formats reduces the number of pages to layout. You will minimize desktop publishing costs, which is a large percentage of the total localization cost


  



  7. Eliminate unneeded graphics-based text in the docs and help


  Remember that users reading online help topics have the software running in parallel. Therefore, there is no need to include all pertinent dialog boxes in the help – they are already displayed by the software.


  In addition, when authoring with a desktop publishing tool, place all graphics-related text in callouts instead of embedding that text in the graphics. This eliminates text editing for localization purposes. (Refer to Chapter 10, Do’s and Don'ts of Localizing Art.)


  



  8. If you are shipping hardcopy English documentation, consider reallocating dollars from printing and shipping to localization


  Online documentation formats such as PDF and HTML are becoming a more common and feasible alternative to printed documents. International users would much rather print and use a manual in their native language than receive one that is already printed, but in a foreign language.


  



  9. Optimize source files for localization from the beginning


  In an effort to simultaneously release a product into many languages, source files are often rushed to localization teams, shortening the authoring cycle. While it saves time to start translation early, always make sure that the final source files are optimized before they are submitted for localization.


  Early optimization for localization and proper editing performed on the source files will result in savings that increase geometrically when multiple languages are involved. (Refer to Chapter 9, Authoring for Localization.)


  



  10. Keep in mind that your primary goal is to help the end user better understand and use your product


  The above practices should not deter focus on the fact that it is the end user who must benefit the most from the released documentation.


  There is a price to be paid for quality. Cost-cutting measures should never steer your focus away from the user. The costliest localization project is the one that causes the user to shelve your localized product and, instead, use your source language product! All localization efforts and costs will then be lost.


  A second translator review, in-country proof, or final quality assurance may seem unnecessary. But bypassing any of these areas will lead to inferior quality, having a negative effect on your company's image and reputation as well as product usability and end user satisfaction.


  



  What’s next


  This chapter has helped you build the initially localized product at the lowest cost possible without undermining quality. All the work will pay off in what’s ahead for your product: updates. We take on this topic next in Chapter 17, Ten Tips for Reducing Localization Update Costs. You will learn more about the concept and benefits of leverage – leveraging what you have in place from the first localization – and how it can lower the expense of all future modifications.


  Chapter 17: Ten Tips to Reduce Localization Update Costs


  To the untrained eye, localization is often viewed as a one-time expenditure. In fact, it is a long-term commitment to processes, resources, and budgets. Since the initial localization endeavor often requires the biggest outlay, we addressed reducing its costs separately in the previous chapter.


  But localization updates can cost in the neighborhood of 40% of the initial expense, which is also significant considering their recurring nature. Here are ten tips for reducing your localization update budget, year after year.


  



  Use the correct localization process to allow easy leverage and reuse of the previously translated and localized files.


  For instance, if you are localizing a software application, the ability to localize binary files or leverage dialog box coordinates may be essential to you. If you are localizing manuals, the ability to support native file formats is also critical. Finally, when localizing websites, the ability to handle databases and dynamic HTML (DHTML) is essential.


  Adopt the best localization process from the start, and then enhance it as time goes on. Refer to Chapter 7: Product Localization Processes for help choosing the best one for your project.


  



  Build a complete and accurate translation memory (TM) for each language pair, starting from the very first localization task.


  Your localization assets need to be reusable. Looking for previously translated files, paragraphs, or strings outside of a robust search engine/database environment (provided with a translation memory tool) is error-prone and costly.


  It is never too late to build the translation database, even if translation memory tools were not used in the initial localization. Do it as soon as you can.


  



  Spend the needed time to update your translation databases consistently and accurately with each product update.


  When changes to the target files take place after the translation database is created, make sure they find their way back to the corresponding translation memories. Doing this will accurately maintain them for the next release, eliminating the need to re-apply the same changes after the next leverage from the TM.


  



  Implement a comprehensive translation memory strategy that is consistently adopted by all involved in your localization tasks, up front and for all languages.


  It may take some work to establish the strategy, and more work to maintain and audit it for consistency. But the effort will pay off in the efficiency gained: You’ll be able to confidently reuse the translation data with each product update.


  



  Delegate the management of your translation memories to one vendor or expert to help maintain efficiency and accuracy.


  That vendor or expert will establish an audit mechanism to check the work of all translators, editors, proofreaders, and localizers, and ensure that the proper process is followed.


  



  Archive and save the intermediate bilingual files to reuse in the future.


  With these files on hand, you can then use software tools to reduce future review costs.


  Leveraging translations one sentence at a time requires translators' intervention and manual checking. With the ability to automatically leverage translations one paragraph at a time, you’ll reduce costs during an update.


  



  Keep changes down to essentials when you update your source files.


  For instance, minimize stylistic enhancements and unnecessary edits. These changes reduce the frequency of leveraging previous translations: As we saw above, translators cannot reuse new text.


  Also, keep terminology changes in check. Changes in terminology will require a full review of everything associated with the product – the software, help, documentation, marketing collateral, website, and so on – in order to maintain consistency throughout.


  So, be cautious of overzealous writers and reviewers. When you change the authors or editors of your documents, make sure that they are aware of all localization cost ramifications of changes to the source text.


  One way to help them appreciate the importance of this topic – and help direct their efforts – is to share this book with them. These chapters will be especially helpful:


  
    	
      Chapter 9: Authoring for Localization

    


    	
      Chapter 14: Fuzzy Matches and Word Count Demystified

    


    	
      Chapter 15: Last-Minute Updates and Your Localization Budget

    


    	
      Chapter 16: Reducing Localization Costs

    

  


  What they’ll learn will make their jobs easier by cutting down on the number of revisions – and faster, since they’ll spend less time rewriting text that will serve the updated product just as well as the original.


  



  Retain the file structure and file naming between releases to enable the use of paragraph leveraging and diff3 tools.


  By comparing old source to new, these tools can help identify where minor or no changes exist, and apply any changes directly to the previously translated files. You can then use a hybrid top-down/bottom-up localization process to reduce costs. Refer to Chapter 7 for more on the hybrid top-down/bottom up approach.


  



  Identify all files that remain intact from the previous release.


  These can be reused as-is, eliminating the leveraging, updating, desktop publishing, and QA work associated with each release. When you can reuse previously localized images, files, or documents, you reduce the overall update costs.


  



  Keep source file formats unchanged for as long as feasible.


  For instance, if you currently use FrameMaker as your desktop publishing tool, do not switch to another unless the localization cost ramifications are financially justified.


  Changing help systems can also increase your updating costs. As you move from WinHelp to HTML help to XML help, markup or formatting tags in your help files will change. This creates fuzzy matches between the new source and the old, even if the text to translate has not changed.


  Translation memories maintain the internal tags specific to that tool. Switching to another will induce a fuzzy match due to the change in the internal tags format. A translator must check and correct these changes, adding to the costs. So, if you need to change your source files' formats, do it during major updates to the product and only when needed.


  



  Important note


  These tips are recommendations you can use to help reduce your localization costs during updates. They should not be used as shackles to inhibit your writers and editors from giving your clients and end users the documentation and support they need to use your products correctly and efficiently. User focus should remain at the forefront of your activities, even as you keep an open eye on the potential impact on localization costs.


  



  What’s next


  In the challenge to generate the best possible localized product without exceeding your budget, our focus so far has been on the financial concerns. We now look more closely at the least expensive option of all: obtaining a quality result that will resonate with international users. Many successful international products on the market pay the same dividends in other countries as at home for their domestic manufacturers. How is this accomplished?


  You’ll learn more in the next two chapters as we look at a new concept: localization QA. It is a critical process that will determine the success of your own localized product.


  Chapter 18: Localization QA: How Important?


  Quality assurance (QA) of localized products is often an afterthought to the localization effort – despite the fact that it plays a major role in the localization process.


  QA is not to be confused with the level of quality in each step of the localization process. Quality workmanship is part of every task:


  
    	
      Properly defining the project requirements

    


    	
      Preparing a complete localization kit

    


    	
      Accurately translating and correctly editing the text

    


    	
      Performing accurate dialog box resizing and professional desktop publishing

    

  


  It follows through right up to the release of the localized product, website, or document.


  Localization QA should be the last step in verifying that the released localized product can accurately deliver its intended function to the end user. It is performed before committing to expensive production, duplication, or shipping costs to avoid having to remediate due to undetected errors. In the software industry, it might be called “beta testing” or “pre-release testing.” In the localization world, we call it “post-compilation QA,” “runtime QA,” “post-layout QA,” or simply “localization QA.”


  If your documents or products are released with what appears to be acceptable translation but are plagued with inconsistent quality, you have a localization QA problem on your hands, not necessarily a translation problem!


  Corrupted fonts or source text, truncated strings, inaccurate sentence structure, grammatical errors, and the like are a few common indicators of poor quality. But don't fire your translators and editors; instead, revisit your localization QA process.


  The two most important criteria for achieving successful localization QA are these:


  
    	
      Access to the built localized product

    


    	
      Proficiency in the product and the target language

    

  


  QA is best handled by in-country representatives, technical staff, or client beta sites. They can run your localized application or review the localized website and documents.


  Involving expert users in providing constructive feedback to confirm the accuracy of the translation is very helpful to the localization team. End user feedback can bridge quality and expectation gaps between users and localizers.


  In the absence of third-party QA, you may engage hired contractors to perform this step. The criteria for selecting these contractors are the same. The time needed for localization QA is based on specific requirements, which vary widely. The project manager should work with engineering, localization, and the production teams to determine metrics for the work to be done. Knowing exactly how much time is to be spent on “QA’ing” the application source helps define how much time will be required for each localized language.


  For example, QA may include any of the following steps:


  
    	
      Setting up the build environment

    


    	
      Compiling or building the localized application

    


    	
      Acquiring the hardware/software and setup needed to run the application

    


    	
      Acquiring application and test plan learning curve familiarity

    


    	
      Generating and adopting the formal QA plan with team buy-off

    


    	
      Implementing the QA plan at runtime

    


    	
      Applying any localization changes where necessary, together with any code changes required by localization

    


    	
      Rebuilding the corrected application

    


    	
      Verifying corrections

    


    	
      Generating a final QA report

    

  


  Some of these steps are usually handled by engineering, which allows the localization QA team to focus on items 3-4, 6-7, and 9-10.


  Before commencing localization QA, engineering and the QA team must agree on the QA plan, including the time and resources required to complete it accurately, completely, and within the prescribed timeframes.


  Localization QA may appear costly, but its costs are only a fraction of the overall localization and production costs. Yet, it is often the sole task that separates excellence from mediocrity. If you use a localization vendor for your localization activities, insist upon that vendor being involved in defining the localization QA process. Do it soon, since all localization tasks influence how the localization QA activities might be performed.


  



  What’s next


  In this chapter, we outlined the basic steps of the QA process to help you set your expectations as well as your project schedule. Your goal is to be a partner in localization QA: First, make certain that a solid process is in place. Then, give your handlers what they need to assure that they’re delivering a successfully localized product.


  Chapter 19 focuses on what you can do to optimize the results of your next project. Ten Tips for Achieving Quality in Localization starts at the top – the principles to follow so that you’re prepared to make the most of the give-take relationship between you and your vendor.


  

  



  Chapter 19: Ten Tips for Achieving Quality in Localization


  Your boss walks into your office one afternoon and says: “The VP of Sales just announced the closing of a seven-figure sale in China, pending the availability of our product in Chinese.”


  He then proceeds to instruct you to “mobilize all available Chinese natives in the company to participate in the translation of the product so that a working Chinese version can be released as soon as possible.”


  Is this scenario familiar to you? If so, you are not alone. Misunderstandings in the area of localization are still very common even in this global age (as we saw in Chapter 5, Top Five Localization Myths).


  This sale in China is a golden opportunity that your competitors fought for and will continue to fight for. You are the person chosen to make the sale happen by keeping your competition away. This is not the time to panic; it is the time to lead, educate, and execute to meet your newly acquired customers’ needs and thrill them with your product.


  The following ten tips will help you navigate through the requirements of this project and deliver a quality product that your international end users will thank you for.


  



  Identify the requirements and strategy up front


  Before starting any work, carefully consider what the client is promised. It is essential that all localization requirements are identified, documented, and signed off on from the beginning. The requirements may include the localization of software components, online help, user or reference manuals, tutorials, installation scripts and notes, license agreements, support website, and other supporting materials. Knowing what the exact requirements are up front will eliminate a last-minute scramble that can lead to rushed work and inferior quality.


  Once you have identified the requirements, your next task is to identify a strategy for handling the localization tasks. There are three options available to you: over-the-wall, coupled, and integrated. Refer to Chapter 4, Choosing Your Localization Strategy.


  Regardless of which strategy you choose, expert help at this stage is critical. If you do not have it, hire it. Having the correct strategy and methodology in place up front, along with the expertise to make it work, constitute the most critical elements of success.


  



  Get a commitment from the top


  Once you have identified the localization requirements and chosen the proper strategy, getting top executives' commitment becomes key.


  Going ahead before securing their commitment will turn your project into an underfunded and unsupported nightmare. Quality and scheduling problems will be everywhere, and almost with certainty, your international end users will shelf your so-called localized product and revert to using your source version – or your competitor’s product.


  Your best course of action is to approach decision makers with several strategies and scenarios and present them the pros and cons of each. You will then need to get them to commit to the one that fits the company's strategic requirements with adequate budgets, staffing, and time.


  



  Evade the schedule and budget ax


  It took two months for the project to be approved. Once it was, they wanted it done yesterday and at the least possible cost! Have you ever been there? You have to resist the pressure to tighten schedules and budgets. Projects under schedule pressure either require more translators thrown on the project or force the translators to rush the project. Neither contributes to producing the best quality result.


  Once the requirements are identified and documented, they will drive the schedules and the costs. There are techniques to apply to expedite the schedule, but certain limits cannot be exceeded without sacrificing quality. Keep in mind that it is not enough to know how to deal with the project issues that are at hand. You also need to know how to deal with the unexpected – schedule changes, source updates, and last-minute surprises are just a few common examples.


  When it comes to budgets, remember that there is a price to be paid for quality. The costliest scenario is to have users shelve your localized product in favor of your source language product – or worse, your competitors’.


  



  Employ the best people


  Once you have set the appropriate budget and deadlines, seek the best people for the tasks ahead. Localization is a job for professionals. In addition to hiring the best project manager, look to hire the best technical talents and native translators experienced with the subject material. Knowledgeable technical staffs know how to separate (then fuse) the art from the science in localization, and native translators can adapt the translations to suit your client’s specific market and culture needs.


  Industry professionals can also help you identify the right processes and technologies to apply. Their higher pay rates are always justified with improved efficiency, faster turnaround, and better quality results.


  



  Remember that process is king


  Quality can be reinforced by process and technology. Tools such as translation management systems for managing all localization efforts (see Chapters 20-21) are essential to promote quality.


  Translation reuse automation is a proven efficiency- and quality-enabler. No matter what process you use – top-down, bottom-up, or a hybrid form (see Chapter 7: Product Localization Processes) – building translation databases and repositories is a must. When translators must re-translate strings already translated, it costs you money. You shouldn’t have to pay for the translation of a string that is already translated and approved each time you update your product.


  Terminology management is about maintaining glossaries and dictionaries specific to your industry, content, and technology. Automating the process will enable translators to work consistently and accurately. Tools should enable terminology databases to be built from the beginning of the localization project until the end, not just of the translation project but of the very end of the localized product lifecycle. Easy, continuous maintenance as your product is regularly updated is essential.


  Using the correct technology will add more value to translation and localization projects by improving quality while enabling everyone to work more efficiently.


  



  Don’t forget: Garbage-in leads to garbage-out


  The quality of the localized product cannot exceed the quality of the source. Often localization staffs gauge the quality standards of a company from the source, then raise (or lower) their standard based on their evaluation. For instance, if the source contains many typos, inconsistencies, and inaccuracies, the localization team will assume that the target files can have a similar quality standard.


  Source text that is clear, concise, consistent, and correct is essential to produce the same in all target languages. Localization involves adaptation via translation, not reauthoring. For more information on this subject, refer to Chapter 9, Authoring for Localization.


  



  Check and double-check


  The complete localization process should include translation, full review, in-country proof, and quality assurance (QA). Mistakes introduced early on in the process can cause a large ripple effect, and the costs to correct them at the end can be very high. Quality is at the source and throughout the process, not just during final QA. Each step of the process should be checked to ensure accurate localization.


  Having a reviewer double-check translators’ work by comparing source against target will ensure consistency in style and terminology between translators. A reviewer can also verify that translations are accurate, grammatically correct, and free of spelling mistakes.


  Final QA should include linguistic and functional testing. Often in-country staffs, working for your company, are more experienced with your product and user requirements, and they can recommend changes that will make your product more useful to your users (see Chapter 12, Selecting Your In-Country Reviewers).


  Budget or schedule pressure may force you to cut the second translator review or QA, or turn both into a cursory review. Final quality assurance may also seem unnecessary (refer to Localization QA: How Important?). Bypassing any of these areas will lead to inferior quality, having a negative effect on your company's brand, image, reputation, product usability, and end user satisfaction.


  



  Remember that it is a two-way street


  Localization efforts are a two-way street between all involved – developers, authors, localizers, and reviewers. Encourage everyone to be proactive, responsive, and punctual. Create collaborative reporting procedures, ensuring that information is provided in a useful, accurate, and timely manner. Project managers should communicate and address outstanding project tasks or problems; update schedules; and chronicle project deliverables and milestones.


  If you are working with a localization vendor, respond to queries in a timely basis. Be complete and accurate with your answers. Remember, vendors are under a tight schedule to deliver – and they will deliver, with your answers or without. With your timely answers, quality will be certain. (We’ll look at this more closely in Part 7, Keeping the Commitment.)


  



  Close the feedback loop


  In control theory, an open loop system is unstable. Localization staffs should not work in a vacuum. They need feedback. Your in-country reviewers and end users should have a way to communicate with your localization team. This interchange should be documented and implemented in the translation databases so that you can prevent similar mistakes in future updates of your product. If feedback is not present, disconnect is more likely to happen and convergence with your end users’ needs may never materialize.


  If you choose to work with a localization vendor, make sure you pick a partner who will be with you for the long term and will want to learn and adapt to your end users' needs. If vendors are indeed acting partners, they will want to learn of any issues that your end users are having so they can correct them and better serve their future needs.


  



  Never take shortcuts


  Constantly being in the heat of a localization project may clutter your mind and cloud your judgment. Always take time to step back from it all to sneak a global look at what you are trying to accomplish. When a big deal is riding on the delivery of a product, it is common to make mistakes driven by short-term thinking.


  Shortcuts are products of short-term thinking, and they are guaranteed to create schedule and quality problems. All ten tips in this chapter need to be followed to successfully deliver a quality product. Cutting any of them will have short- and long-term ramifications leading to increased costs, lowered quality, and missed deadlines.


  When you partner with a localization vendor, you have decided to work with professionals who understand all the nuances of localization. You should expect top-flight results that your end users will be thrilled to use. Quality comes at a price justifiable by its dividends – fewer support calls, wider product use, and satisfied clients. The cost of inferior localization far exceeds any savings. Never accept anything less than a completely content end user.


  



  What’s next


  Part 4 has given you a host of practical suggestions that you can put in place now to lower your localization costs, for both the initial effort and the updates that will follow. The standards and practices you’ve learned will help you produce a quality localized product. We’ve also introduced a new topic, localization QA – what it is, why it is critical, and how you can make it perform for you.


  With this solid understanding of the fundamentals, you are now prepared to visit the inside of the localization process: the tools that vendors use to prepare your product for international release. Discover what you need to know in Part 5: Technology, Translation, and Localization.


  Part 5: Technology, Translation, and Localization


  Technology in translation is evolving rapidly across the localization industry. In Part 5, we’ll take a look at the key developments that could hold the most impact on how you approach your internationalization efforts.


  We begin by helping you answer the question that many companies are facing as they consider localizing their products: Why Use a Translation Management System (TMS)? Chapter 20 outlines the basic tasks and issues that a TMS will facilitate.


  Chapter 21, Translation Management System Benefits during Localization, takes you more deeply into the profits of integrating your projects into a TMS. We’ll examine each step of the process in closer detail and demonstrate a fully functioning system in action.


  Once you’ve localized your products, your concern turns to exposing them to the global marketplace. Today, the most assured method of accomplishing this is by localizing your website into the languages that your customers use. In Chapter 22, Search Engine Geo-Optimization, we’ll show you how to achieve this effectively by using the right tools and techniques.


  The remaining chapters of Part 5 illustrate the resources that the world’s largest search engine, Google, now offers to revolutionize the way companies are approaching localization. Chapter 23, Google’s Free Translation Portal, explores the Google Translator Toolkit. This set of translating and editing tools holds potential benefits for those who are taking their first steps toward localizing documents. Is it enough to accomplish the results you want or need? We’ll help you make that determination.


  Finally, we introduce you to a new translation tool that Google has developed. Google Translate draws on statistical machine translation (SMT) to convert source text into a variety of languages. How accurate or effective are the results? Find out what you need to know in Chapter 24, Statistical Machine Translation for All.


  

  



  Chapter 20: Why use a Translation Management System (TMS)?


  According to research performed by Common Sense Advisory (MultiLingual magazine, Jan. 2007), only 14% of 236 surveyed language service providers (LSPs) claim that many or some of their clients use TMS. Later in 2007, Ben Sargent of Common Sense Advisory stated:


  The market is developing faster than we predicted. … If they [LSPs] expect to be competitive in 2010, we recommend that they invest in process automation technology within the next twelve months. (Benjamin B. Sargent, “LSPs Large and Small Automate Processes,” Global Watchtower 7 Aug. 2007, 13 Dec. 2009 http://www.globalwatchtower.com/2007/08/07/idiom-lsp-advantage-charm/)


  At that time, TMS was new but rapidly growing. Sargent anticipated that it was a technology that would define – even redefine – the localization process.


  Indeed! Throughout 2007, many LSPs awakened to the need to adopt translation management system technology to improve their efficiency, quality, and service. While some are still scrambling to figure out what TMS is and how to acquire or use it, others have adapted and applied it successfully. These LSPs have seen big improvements in their workflow, translation assets management, and communications.


  TMS enables process automation. Tasks such as the following can be facilitated with TMS, improving communications between the LSP, its partners, and clients:


  
    	
      Project initiation

    


    	
      Staffing

    


    	
      File sharing

    


    	
      Translation

    


    	
      Terminology sharing

    


    	
      Status updates

    


    	
      Query management

    

  


  If you are involved in simultaneous releases of a localized product, you can no longer afford not to work within a TMS environment.


  



  Streamline the workflow


  With TMS, projects can be initiated online and files posted on the system. A workflow can be set up to define the project’s tasks, schedules, staffing, and file sharing. With all these steps entered and updated online, clients can monitor and track the status of their projects with a web browser 24/7.
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  Figure 2: The gvProject module of gvAccess (GlobalVision International’s TMS) allows monitoring and tracking of projects 24/7


  To some, TMS may seem to be overkill. In an article that appeared in ClientSide News magazine, an LSP executive argued that his clients don’t need to have regular access to their project status online via a TMS. He based his opinion on a survey he conducted with his clients. One client stated, “I don’t care as long as the project is delivered when I expect it.” (“Is Bigger Really Better?,” ClientSide News, July 2007, 13 Dec. 2009 www.clientsidenews.com/downloads/CSNV7I7.pdf)


  This may be the case for clients who are not involved with localization projects requiring multilingual simultaneous releases. In our experience, when clients are in the midst of a major product release, they want full and immediate access to the latest status of their projects and project assets – and for a good reason.


  In the real world, product release schedules slip, source files change, and deadlines shift to accommodate urgent features, enhancements, and bug fixes. Experienced consumers of localization services reject the black-box approach. They demand constant visibility into the entire localization schedule and process so they can make educated last-minute decisions about releases or change orders.


  Full transparency in this process is essential for them to integrate localization activities with development and facilitate task and file hand-off.


  



  Open access to terminology


  Another key area of TMS is terminology sharing and maintenance. Sharing terminology is a critical task often neglected by localization consumers. Most companies maintain company-approved glossaries (also referred to as terminology or lexicons) in authoring tools. These glossaries are usually hidden to most internal groups and partners. They contain industry- and company-specific terms intended for use throughout the company’s products, support documents, website, and collateral.


  The tech pubs group is usually responsible for building and maintaining these glossaries in English (or whatever the source language may be). The team typically does a good job of remaining consistent with it while undertaking the authoring of product manuals and help.


  But rarely is their effort effectively used by other groups throughout the company. Local and offshore software development groups seldom coordinate the use of common terminology in their code. Also, marketing professionals, usually busy with their daily tasks, are often unaware of the terminology decisions taken by other groups.


  With localization, there is the added responsibility to maintain terminology in all the languages the product, website, or marketing collateral is localized into (target languages). The complexity of the task increases proportionally with the number of languages supported, and geometrically when simultaneous international product releases are planned.


  The more open your terminology, the better your communications with your clients and your brand image. With a TMS solution, you can have your terminology posted securely online for all allowed parties to search, review, edit, correct, expand, or improve. This can be not only for your source language, but also for all your target (localized) languages.
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  Figure 3: gvTerm securely manages terminology online


  Your goal should be to allow all parties involved in the development of the product, literature, website, or other company assets to have secure access to your terminology online. In addition, third party partners can be given access to your terminology when they integrate their products into yours. This leads to a more consistent and accurate integration. Lastly, your translators and localization vendors should have full access to your terminology to remain consistent with it in all your supported languages.


  Kara Warburton, head of terminology management at IBM, once said, “Terminology is the DNA of knowledge.” (Warburton, Kara, “Terminology: Getting Down to Business,” Globalization Insider July 2005, Localization Industry Standards Association, 20 Jan. 2010 http://www.lisa.org/globalizationinsider/2005/07/terminology_get.html.) Terminology management-enabled TMS will provide an environment to help manage that DNA very effectively.


  



  Automate query management


  With project initiation, file sharing, staffing, and terminology management out of the way, the translators are now able to fully understand the content and accurately translate it.


  While performing their tasks, they often become the best editors of the source text. This is why we often get queries from them about our clients’ source context.


  TMS also empowers them to send queries when the terminology is not fully available or is inconsistent in the translation memory (TM). Instead of the current method of shuffling emails or documents between translators, project managers, and clients, TMS provides an online medium for handling these queries in an efficient manner, then storing them in a client-specific knowledgebase to be reused by other translators during current or future projects.


  Translators can enter their queries online and search for answers in the knowledgebase or the terminology database (TD). A correct implementation of TMS will perform these tasks automatically.


  If the search finds a similar query, it will bring it to the attention of the translator via a search pop-up window that will display answers from the knowledgebase or the TD.
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  Figure 4: gvCollab permits online search and submission of queries


  If no similar query is found, the translator can publish it for the project manager to moderate or automatically dispatch to the expert on the client’s side to answer.


  Before TMS, managing queries took a great deal of time and involvement from many parties: the translators, project manager, client-side coordinator, and client’s proofreaders. TMS automates the communications. By delivering information on demand to the people who need it or to those who should reply to it, TMS both facilitates and expedites the querying and collaboration process.


  Granted, not all translation clients have a need for TMS. But make no mistake, clients with advanced requirements are driving the need for further automation and dictating the evolution of the localization industry.


  



  What will TMS use cost?


  In that previous ClientSide News issue, the same executive stated that when his clients were asked, “Does the need exist within your organization to use multiple translation services suppliers?” approximately one-third answered “yes” (33.4%) and another third replied “maybe” (29%) (Greg Rosner, “Is Bigger Really Better?,” ClientSide News, July 2007, www.clientsidenews.com/downloads/CSNV7I7.pdf). In other words, two-thirds of his clients are either already using or considering using a second source to his service. This helped him draw the conclusion that charging the client a fee to use his to-be-developed TMS is justified.


  In our experience, clients want uninhibited and free access to their information, assets, and intellectual property, regardless of which vendor is involved. They are fed up with vendors who take their translation memories hostage and withhold key information about the processes or tasks applied to their files and assets. Our conclusion: LSPs should be committed to an open and transparent process.


  



  What’s next


  In this chapter, we’ve introduced you to the wide world of translation management systems and what they can do. With a TMS effectively incorporated into your projects, you’ll always know exactly where you are, what needs to be done, and who is responsible. This open approach to localization offers the added bonus of automating many of those tasks. It’s no wonder that so many companies have found this to be the most efficient way of localizing their products.


  But translation management systems are capable of much more than the few features we’ve explored here. In the next chapter, Translation Management System (TMS) Benefits during Localization, we delve deeper into the power of TMS and look inside a fully functioning system.


  

  



  Chapter 21: Translation Management System Benefits during Localization


  Translation management systems (TMS) are making inroads to enhance localization processes and communications, and to meet requirements.


  
    	
      Processes begin with project requirement definition down to every detailed task. TMS allows customization of the process and tasks. Then, TMS ensures that tasks are communicated, tracked, and updated.

    


    	
      Communication with stakeholders is facilitated because all parties have access to the plan's details. Online collaboration is possible with TMS.

    


    	
      With transparent access to project details and status in TMS, localization is no longer a black box. No longer will only the few privileged have visibility and control over the cost and schedule for the end result or its quality.

    

  


  Undertaking a localization project is akin to making a mini-Pixar movie. It requires the latest computer technologies, skillful artists, and time-tested processes. Each step still needs to be well planned while using the latest technologies. Technical experts and professional artists must then orchestrate and execute the process in order to avoid a box-office flop.


  You can significantly improve the chances of a successful release. With the advent of translation management systems, technology is further used before and during localization to ensure a timely and quality release. TMS, however, will not eliminate many of the traditional tasks; nor will it reduce the need for qualified project managers, localizers, and translators.


  Like a Pixar movie, you need to start with an excellent script and plan. In our case, this is the product and the localization plan. To come up with a good plan, start by collecting the product requirements. What should be localized, into what languages, and by what date? Here is a look at how TMS can be leveraged during the initiation of a localization and translation project.


  



  First, collect all the needed files for localization


  If you are localizing a software product, you must first collect and zip the following set of files, which will make up the localization kit. (Sedef Olcer, “How to Prepare a Localization Kit,” Proc. of Society for Technical Communication Annual Conf., Nashville, TN, 2002 http://www.stc.org/ConfProceed/2002/PDFs/STC49-00028.pdf.) The list below is updated to include the latest technology and file formats:


  
    	
      Graphical User Interface (GUI) files: These files from your software application contain the string tables and dialog coordinate information that the software uses to display the interface to the user. These files can come in many formats (such as Microsoft resource files (.rc), ASP.net (.resx), binary (.dll or .exe), .java, .properties, PHP, and XML. Be sure that all the needed files are identified and collected.

    


    	
      Online help files: These are HTM, XML, or other formats that will provide the user with online instructions when they click on the help buttons in the software. Here, it is best to collect all the source files (XML, HTM, and image and project files) that are needed to recreate the help. If they are not available, the compiled help (.chm or .hlp) can be used to recreate them. It is always best to translate source files, such as the XML files, that the help authoring tool uses to generate the HTM files.

    


    	
      Manuals: These are the guides (user, What's New, Getting Started), tutorials, and any other manuals that need to be localized. They often are authored in a desktop publishing tool such as FrameMaker, InDesign, Quark, or MS Word. All source files will be needed and preferred over PDF. Make sure you include any images, fonts, and other support files that are needed to allow another party to open the files correctly.

    

  


  Note: It looks like FrameMaker is here to stay for a many more years as Adobe releases new versions. If you single source from FrameMaker to HTM or other formats, always provide the lowest-level source files.
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  Figure 5: Projects are initiated online using the gvProject module of GlobalVision’s TMS, gvAccess


  Don't forget any miscellaneous files. This could include the installation scripts, license agreements (EULA), Readme, release notes – any support documentation that you package with your software and expect the user to read when they install, run, or operate your software.


  
    


    If you are localizing a website, identify and collect the entire set of files that are needed to run it. This includes databases, images, Flash, Java scripts, HTM, ASP, PHP, PDFs, and all other source files requiring localization (see Chapter 26, Localizing your Website).


    



    Identify your target languages


    Once you have collected all the files, your localization team or vendor can run an analysis on them and determine the project details: word count, page count, and image count, as well as the engineering and desktop publishing time needed to complete the localization effort. You can upload the localization kit on the TMS, and the localization team will take care of the rest. Today’s TMS solutions automate much of the analysis process and file preparation tasks.


    Once the files are analyzed, your localization vendor or team can give you cost scenarios based on what parts of the product you want localized. You can then determine the languages that the localization efforts will involve and your budget for the effort.


    Often companies divide territories based on tiers. Here is one example:


    
      	
        First-tier territory: English-speaking countries, Japan, China, and Germany

      


      	
        Second tier: France, Italy, Spain, Latin America, and Korea

      


      	
        Third tier: Russia, Poland, Czechoslovakia, and Hungary

      

    


    Based on these tiers, budgets can be identified and allocated to the localization of the different parts of the product. So, for instance, Tier 1 will require all GUI, online help, and manuals to be localized, while Tier 2 will include only the GUI and help files. In Tier 3, the GUI alone will be localized. (Refer to Chapter 3, Finding the Right Markets.)
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    Figure 6: Projects and languages will be approved online in gvAccess


    Derive a feasible preliminary schedule


    Derive a feasible preliminary schedule that includes all the tasks that are needed. Based on the territorial tier, some languages need to be completed before others, while others may benefit from a more relaxed schedule.


    As you create the project plan, make sure you include your localization group or vendor in the process and account for all needed tasks. Avoid the tendency to simplify the tasks and overlook key steps in the process. It may well jeopardize the success and timely release of the localized product.


    Tasks such as the following need to be considered and planned:


    
      	
        Analyze and prepare files to ensure correct processing and avoid last-minute problems and debugging. It may pay to invest in creating a special macro or filter to effectively handle certain file formats or tags (code) that are embedded in the GUI files.

      


      	
        Identify the process to follow for translation reuse and translation memory (TM) building. Should all files rely on the same translation memory, or should you break up the GUI from the help and manuals? This step is critical to minimize long-term costs and delivery time during future updates of your product.

      

    


    When using a TMS solution, check to determine that it supports the TM tools and formats that you have put in place. TM-independent TMS will allow seamless integration with your existing databases and minimizes costly rework.
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    Figure 7: Tasks are identified and entered in gvAccess


    
      	
        Allocate the needed time for translators to review any style guides and terminology tables and to perform the translation work necessary to deliver adequate quality.

      


      	
        Plan time for a second translator review of the source against the target. This is more work than an edit process. A localization review requires reading the source and target texts to ensure accuracy and fluency, as well as consistency with GUI terminology.

      


      	
        Identify who will be doing your in-country proof and set aside the needed time for it. Language proof is an important step that is often neglected. It gives your users the ability to check the localized product before its release and offer feedback important to the success of the project (See Chapter 12, Selecting Your In-Country Reviewers, for help with this step).

      

    


    Proofreaders need to be an integral part of the team before the localization project starts. You should have some authority or control over them. With their advanced product knowledge, they can tremendously improve the quality of the localized product. But if they are not correctly managed, they can create havoc with your schedules.


    GlobalVision’s TMS tool gvAccess.com enables users to easily create new accounts and give project team members secure access to key information and tasks online. This greatly simplifies the communication and hand-off process.
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    Figure 8: Create user accounts in gvAccess for all users involved in the project


    
      	
        Allow sufficient time for engineering work needed to resize dialog boxes, carry out pre-compilation file processing, and perform localization quality assurance (QA).

      


      	
        Establish an adequate plan for post-compilation QA. This is when the localization application is run on the required platforms and operating systems to verify that there are no problems with the translation, resizing, or engineering that have to be addressed before the release. (Refer to Part 4 for more on the localization QA process.)

      


      	
        Include time for bitmap or image capture after the software GUI is localized. These are images of the GUI that are used in the online help and manuals.

      


      	
        Plan for your desktop publishing department to make sure that the online help files are properly formatted, links are not broken, and tables and images are properly sized. The team will also need time to check that all print content (such as the product manual) is laid out correctly with the proper pagination, tables of content, indexes, and overall formatting. You may want to consider another in-country proof for the final help files and manuals.

      


      	
        Account and plan for any changes in the source files that will happen after the localization has started. Here, it is best to plan for an acceptable number of updates and control them than to use an ad hoc process that will dampen the localization team's momentum and cause frustrations for everyone.

      

    


    Engineering cannot be stopped from adding and making changes to the product while localization is ongoing. Nonetheless, you still have control over when the localization team gets the updated files and can plan for these updates. (Chapter 15, Last-Minute Updates and Your Budget, offers a number of specific tips.)


    TMS tools can help you keep track of the latest localization status online and make timely decisions concerning when to request change orders during the localization process.


    



    Pin down handoff specifics


    Identify what format each file should be delivered in at the different steps of the process and make sure that your proofreaders can read these formats. Pin down the details about how they should include their feedback, and make sure it can be folded accurately into the product and the translation databases.


    For instance, if they print the files and make their edits on paper, it will be time-consuming to communicate the changes back to the localization team and into the product and databases. If intermediate files containing the source and target strings are used instead, and changes are entered with revision tracking in MS Word, the localization team can easily receive the files via email, FTP, or the TMS portal. The team can then check the changes for accuracy, apply them, and then update the translation database accordingly.


    Also, identify the format of the completed files. Most files should come back in their native formats. This will eliminate any file processing on your side. Indicate if you want the translation memories along with the files. When you do get the translation memories, run an analysis on the source files against them to make sure that they are complete. Incomplete TMs will increase the costs of future updates. And, inform your localization group or vendor if you also want the intermediate files – they may be helpful for creating specific translation databases or using with tools such as Context TM.


    For GUI files, indicate what language encoding should be used. When the source is English, it is easy to go from one format to another. With a double-byte language (such as Japanese or Chinese), however, it is not as straightforward. Receiving the correct format can save you last-minute debugging time and headaches.
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    Figure 9: Communicate project requirements in gvAccess Notes
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    Figure 10: Share files securely in gvAccess


    If you are going to print, identify what paper size should be delivered for the localized manuals. Often European manuals are printing in A4 size as opposed to US letter. Tell your vendor up front about this requirement to eliminate double desktop publishing work.


    Do you want PDFs as well for the manuals? Should they have bleed or registration marks? What resolution should they be in? Again, there are a slew of questions to be asked and answered before the project starts. (See the Client Requirements Checklist.)

  


  GlobalVision International, Inc.


  CLIENT REQUIREMENTS CHECKLIST


  Customer: _________________________ Project: ___________________________________


  
    

  


  1. Requirements for glossaries and terminology



  
    	
      Any glossaries, TMs, previous localized material or reference: Yes No

    


    	
      Please provide a list of the text that should not be translated

    

  


  2. Software User Interface command references



  Leave in source language


  Add target language translation in parentheses next to source language reference


  Use existing UI/GUI translations


  Translate UI/GUI references


  3, DTD Settings and Encoding Requirements (HTML, XML, or other):



  
    	
      DTD Settings requirements: Yes No

    


    	
      Force encoding on translated files: Yes No

    

  


  Insert tag: <meta http-equiv="Content-Type" content="text/html; charset=XXXX">


  
    

  


  4. Requirements for GUI/UI references and layout



  
    	
      Are there any dialog box resizing restrictions: Yes No

    

  


  5. Language specific formatting:



  
    	
      Quotes format: Straight Curly

    


    	
      Space before/after punctuation: Yes No

    


    	
      Apply language specific numeric formats: Yes No

    


    	
      Change monetary units for target country/locale: Yes No

    


    	
      Apply language/locale specific date formats:  Yes No

    


    	
      Other (specify):

    

  


  6, Requirements for part numbers, addresses and telephone numbers:



  
    	
      Change Part Number_X to:

    

  


  Part Number_1/2/3


  Part Number_Language


  Provide Part Number: ___________________


  
    	
      Add location specific addresses: Yes No

    


    	
      Are there any customization for:

    

  


  Website, ex: www.globalvis.com or www.globalvis.XXX


  Addresses: ______________________


  
    	
      Add (+1) to international numbers: Yes No

    

  


  7. File delivery location (Zip, FTP, email, Client FTP, gvAccess [< 20MB per file])



  
    	
      Location: ___________________________

    

  


  8. Requirements for spacing, blank pages and fonts:



  
    	
      As text grows bigger:

    

  


  Keep the same font


  Reduce the font


  Reduce line spacing


  
    	
      In case of keeping the same font, text will repaginate on other pages:

    

  


  Add new pages: Yes No


  
    	
      Page Size:

    

  


  Same as source


  A4


  Custom ______________________


  
    	
      Text may extend below image: Yes No

    


    	
      Header or Sub-header too long:

    

  


  Keep it on the same line


  Cut it into two lines


  Reduce font size


  
    	
      Please provide a list of items that should not appear alone on a top of a new page.

    


    	
      Are there any supplied fonts for the project: Yes No

    

  


  If yes, please provide, if no, would you like us to replace with similar fonts?


  
    

  


  9. Requirements for graphics localization of images:



  
    	
      Move image freely: Yes No

    


    	
      In case of text change:

    

  


  Resize image


  Keep location


  
    	
      Outline text for AI, EPS: Yes No

    

  


  10. Requirements for PDF files:



  High Resolution


  Low Resolution


  Customize Resolution: __________


  Crop: ________________________


  Bleed: _______________________


  
    

  


  11. Software version requirements for delivery (IE: InDesign 3.0, FrameMaker 7.0 etc.)



  
    	
      Software: _______________________

    

  


  12. Platform preference:



  
    	
      Is there an Operating System preference: PC MAC

    

  


  13. Other Requirements or Notes



  Decide on the communication and file transfer methods


  Decide how you will initiate a project. Will it be via email or through an online solution such as gvAccess (Figure 5)?


  Also, choose a method for transferring files back and forth. Work out how often you should receive a status updates and by what means – telephone, email, or the TMS (see Figures 9 and 10).


  Make sure you also find out how you can track progress when the project manager is away for a week or more. Identify who will be coordinating queries from translators and other staff. Designate who should receive and answer them, and what a normal turnaround time should be. You need to set expectations correctly up front.


  Communication between the vendor and client often happens via email and in urgent cases by phone. Chapter 20 illustrates why using an online TMS solution is a much more powerful and effective option. A TMS will help track all open issues and any specific requirements for the project in a central database that will be securely available to all stakeholders to see and use in future projects. The client database becomes like a knowledgebase building over time in depth and significance.
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  Figure 11: gvCollab enables adding, moderating, publishing, and answering queries
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  Figure 12: gvAccess provides a list of all projects and their latest status 24/7


  Queries about the source files can be sent over email in an MS Word file, or better yet, in an Excel spreadsheet. If your vendor offers a TMS with a querying module, it may be the best option. All entries will become part of the knowledgebase and available to all users online.


  Status reports are usually provided on a weekly basis or based on project urgency. A TMS solution that keeps track of the project tasks can be used to replace weekly status updates with a 24/7 on-demand access to project status.


  



  Share your terminology


  As we learned in the previous chapter, most companies maintain glossaries of the terms used throughout the company's products. Historically, only a select few have been allowed to view these lexicons. The result: Many departments – including those that would benefit most from this knowledgebase, such as software development and marketing – fail to use them effectively.


  Don DePalma of Common Sense Advisory predicted that terminology would push to the forefront of issues in 2008. (Benjamin B. Sargent and Donald A. DePalma, “How TMS Developers Pitch Their Wares to LSPs,” GALAxy Newsletter, Globalization and Localization Association, Issue Q4, 2007 <http://www.gala-global.org/articles/how-tms-developers-pitch-their-wares-lsps-0>.) The industry analyst and corporate strategist was right: Terminology management has continued to contribute to the boom of TMS over the past several years.
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  Figure 13: gvTerm securely manages terminology online


  Today it is a critical part of any complete TMS. GlobalVision’s gvAccess, for example, uses its terminology management tool gvTerm to store all the terminology needed during a localization project and beyond. All parties involved in the development of the product, literature, web or other company assets can have secure access to it online.


  Further, your third party partners can have access to your terminology when they integrate their products into yours, leading to a more consistent and accurate integration not only in the source language, but also in all localized languages.


  



  Anticipate and plan for the unknown


  We all know that the tech pubs staff does not have much control over development. Software releases are notoriously known to slip. Without commitments such as a manufacturing line and labor force investments awaiting the release, it is easy (and typical) for the source code freeze, beta release, and actual production release to slip by weeks or months at a time.


  These slips may cause problems for your localization team, which depends heavily on the availability of translators to accommodate the delivery schedules. This is why contingency plans need to be put in place to permit for hitches in source file availability. Your localization vendor or group must also be flexible and accommodate any reasonable setback without imposing additional costs or grievances.


  Use product slips to your advantage. They can buy you more time to complete your localization projects.


  



  Conclusion


  At the STC (Society for Technical Communication) 46th Annual Conference, Marie-Anne de Warren and John Mulligan hosted a panel discussion titled, “Managing Large Localization Projects with Virtual Teams around the Globe.” They started the session by describing the two key factors to a successful outcome:


  The challenge in managing large localization projects into multiple languages is to develop excellent project management processes while communicating effectively with virtual teams around the world. It is also keeping focus on the customer’s requirements in terms of quality, time, and cost. (Marie-Anne de Warren and John Mulligan, “Managing Large Localization Projects with Virtual Teams around the Globe,” Society for Technical Communication 46th Annual Conf. Proc., Cincinnati, OH, 1999.)


  This is just as true today as it was in 1999! Modern TMS solutions, as you have seen, help you streamline and facilitate this very effectively.


  
    	
      Project management processes begin by defining every detail of each project requirement. TMS allows customization of the process and tasks and ensures that tasks are properly communicated, tracked, and updated.

    


    	
      Communication with stakeholders is facilitated when all parties have access to the plan, including what tasks are assigned to them and the expected dates of completion. Moreover, collaboration online is much easier with TMS than with an ad hoc process.

    


    	
      Using a TMS, you have open access to everything attached to the project (files, details, and status). This gives you a full and up-to-date understanding of where the project is and facilitates decision-making throughout. The localization process will no longer be hidden from view. You can directly affect the quality, cost, and schedule as a result.

    

  


  Also, when the full use of TMS is augmented by a professional localization team, you can be assured that your project will be released on time and on budget, with minimal problems and without stress. You’ll enjoy working on the project -- and be able to take that well-deserved vacation you’ve been planning immediately after the product release.


  While on vacation, you will fondly reflect back on your success as you replay the project in your mind … just as enjoyably as watching the latest Pixar movie!


  



  What’s next


  In this chapter, we’ve seen how a TMS can ease every task involved in localizing your products. However, you may still ask yourself: How successful will the finalized result be? Will it generate the necessary interest in international markets to generate leads and sales?


  One way to increase your prospects is to geo-optimize your PPC campaign and website. While we’re all familiar with the basic concepts of search engine optimization, the considerations in overseas markets are different. Discover what you need to know in our next chapter, Search Engine Geo-Optimization.


  Chapter 22: Search Engine Geo-Optimization


  Companies with search engine-optimized websites are increasingly awakening to the fact that the language of business is the language of the customer. As a result, they are undertaking the effort and expense of converting their websites, along with their products and literature, into the languages most used by their prospects and clients.


  Those seriously targeting international markets can no longer rely on machine translation to communicate with international users. Machine translation (MT) did fill the gap by providing international readers with the gist of the meaning of web pages. However, it robbed companies of control over not only international content and brand quality, but also international search engine traffic. Statistical machine translation (SMT) is showing renewed promise due to recent developments in the field (see Chapters 23 and 25). Nonetheless, the most sophisticated SMT tool still cannot compensate for this effect.


  Professional website localization does require investing significant resources in the process. This is why companies often wait until they feel that the effort is justified before they embark on it. When they do proceed, many unknowingly neglect a key feature that can drastically improve their website’s success overseas – its organic search ranking!


  “True localization, rather than just translation, is essential to international search,” explained Zia Daniell Wigder, former senior analyst at Forrester Research:


  Direct translations of a site are unlikely to include the most commonly used search terms, resulting in a site that can be understood by the local audience but may receive little traffic if it fails to appear in search results. (Zia Daniell Wigder, “Global search efforts getting lost in translation,” Intercultural Communication and Translation News 18 Dec. 2007, 12 Dec. 2009 <http://www.kwintessential.co.uk/cross-cultural/intercultural-communication-translation-news/2007/12/18/global-search-efforts-getting-lost-in-translation/>.)


  Here are some considerations to take into account before you engage in your next website globalization effort.


  



  Content Structure


  Your international websites should offer your World Wide Web visitors a common, consistent, and appealing corporate image and message. The only way you can do that is to allow your corporate group to orchestrate that effort.


  Your website infrastructure should also permit easy postings by your international staff, independent of corporate involvement. This will allow your site to progress into a true and complete localized web presence.


  It is therefore essential that you create a structure that is conducive to maintaining your message, image, and brand without tying the hands of your international contributors. You can facilitate that by partitioning your website into three distinct parts:


  
    

  


  Content to be translated. These are your high-level pages about your company:



  
    
      	
        Products and services

      


      	
        Corporate messages

      


      	
        Worldwide activities

      


      	
        Thought-leadership content

      


      	
        Any other material that can benefit international readers

      

    

  


  Content authored locally. Encourage your international staff to contribute content in their native language that is consistent with your corporate messages, image, and brand, and provide a medium for it. This content could take a variety of forms:



  
    
      	
        Success stories

      


      	
        Blogs

      


      	
        Press releases

      


      	
        Local events

      


      	
        Local job offers

      

    

  


  Content left in its source language. Content such as local jobs and events should not be translated. Nor should you translate any old, redundant, or obsolete files, which are preferably deleted.



  As long as locally authored pages meet your corporate guidelines and standards, they are welcomed additions to your international websites. You can facilitate that by adopting a corporate theme and making it along with basic guidelines available to contributors via an accessible content management system.


  



  Tag Structure


  It is not sufficient to translate only what the user sees. It is also imperative to correctly translate and maintain the tags that search engines see when they index your website.


  Search engine-optimized websites have very specific meta tag structures that are optimized for high search engine ranking. The <TITLE>, <META>, and header <H1> tags in key pages that are visible to all search engines, local and international, should be correctly maintained in all languages.


  Keywords used in meta tags are also very important and should be optimized based on what is used throughout the page content. We’ll explore this below.


  



  Share Your Terminology


  Companies that localize their products or websites have an additional responsibility of preserving their terminology in all the languages that they localize into. Here, further effort is required to maintain parallel, approved glossaries for each language, and keep them updated and synchronized with their proper source language terminology.


  Here are some of the dividends of an open corporate glossary policy:


  
    	
      Consistency: With consistent terminology used across your products, literature, and website, you can attain higher clarity in your communications with your prospects, clients, and users.

    


    	
      Accuracy: When you open your glossaries, you expose your terminology to the scrutiny of the crowd. Inaccurate, inconsistent, or unpopular terms can be identified and corrected before they become entrenched in your website, products, and documentation.

    


    	
      Image: Making your terminology available to your marketing and sales groups helps to elicit their input, which leads to a more polished image and a more focused brand.

    

  


  Once again, the more open your terminology, the better your brand image and your communications with your clients.


  



  Keep Your DNA Intact!


  Websites that are search engine-optimized rely not only on meta tags and titles, but more importantly, on a set of industry-specific keywords and phrases prominently used throughout the website.


  These are typically peppered in key pages, linked to and surrounded by header and strong tags to make them stand out to search engine crawlers. Keywords are the DNA of the website. Their safe preservation during the localization process is crucial.


  A company that is mindful of search engine optimization maintains an approved list of keywords and makes them known to its marketing staff. This ensures that they are used consistently in written and online communications (such as press releases, literature, websites, and blogs).


  Once these keywords are identified, it is up to the localization experts not to simply translate them but to resourcefully recreate them. They should also be testing their creations with search engine tools to analyze the effectiveness and competitiveness of the localized result in the target markets. This process is called geo-optimization of keywords.


  Keywords should be a leading part of your corporate terminology. One tool that serves this purpose, gvTerm, can help you effectively manage them.


  The goal is therefore not only to translate the website, but also to create a DNA that is just as potent for all target language websites. Your site will then rank highly on international search engines to draw the sought-after masses.


  



  Optimize Your PPC Campaigns


  PPC (Pay-Per-Click) campaigns such as Google AdWords can complement an SEO strategy, particularly with keywords that either appear infrequently or are dominated by your competitors. PPC is traditionally used for lead and sales generation. As of late, it is also used for marketing research and analysis.


  Over time, increasing competition online for using AdWords has driven bids on keywords sky-high, some reaching the level of $5, $10, and even $50 per click! With heavier competition, companies are paying more and more to attract the same number of visitors.


  Fortunately, keywords in languages other than English are not as competitive. Since Google gives you the ability to target any country with a customized AdWords campaign with strategies such as coupling a Spanish ad group with Spanish landing pages, you can effectively reduce your AdWords budget.


  A successful international PPC campaign requires geo-optimization of your PPC keywords along with correct adaptation of their corresponding ads. Direct or machine translation is unreliable and often prone to inaccuracies. It will not generate the maximum interest, clicks, traffic, and sales conversions.


  By geo-optimizing your PPC campaign and website, you will optimize your international lead-generation goals..


  



  CMS, authoring tools, file formats, and platform independence


  The abundance of content management system (CMS) tools with connectors, XML output, or API interfaces means that your international activities should not limit you from deploying most commercially available solutions. Furthermore, you should not be limited to certain file formats or platforms. As long as the tools, formats, and platforms support the fonts and characters of the target language and provide an in/out interface to access your files and text, you should be in a good shape.


  Remaining independent of proprietary tools, file formats, and databases will give you the flexibility to implement a solution to meet your user or budget needs. It will also keep your options open for your choice of vendors to support you with your international activities..


  



  Conclusion


  There are many factors involved in the localization of search engine-optimized websites. Don't rely on machine translation, your distributor, or just a translation agency. You will risk the chance of giving up control – not only over the quality of your messages, but also over your website's search ranking.


  Find a team that can handle your language requirements and simultaneously take care of your website's international search-ranking needs. Considering that an optimal search ranking boosts your international web traffic along with worldwide sales conversions, the return on investment is well worth the cost.


  



  What’s next


  Google tools play a role in several areas of interest to anyone involved in localization. Here we looked at AdWords, but that’s just the beginning of what the search engine magnate now has to offer. In 2009, Google introduced three new advances that could change the way that companies develop their international products. We’ll explore these in the next three chapters, starting with Google’s Free Translation Portal.


  Chapter 23: Google’s Free Translation Portal


  

  



  In June 2009, Google released a complete set of translation and editing tools in an online application. Google Translator Toolkit allows you to translate HTML and .doc files in a what-you-see-is-what-you-get (WYSIWYG) translation environment via an easy-to-use web portal integrated with its statistical machine translation (SMT) engine. (See Chapter 24 to learn more about SMT and the Google Translate tool.)


  If you don’t mind correcting machine translations or retyping the English source text when you need to revert to English, then the environment will be a plus for the average translator who does not currently use computer-aided translation (CAT) tools.


  Google smartly predicted that professional translators (a key crowd that Google wants to attract) would not be satisfied with just the machine translation option. So they included the ability to upload glossaries and translation memories. This helps produce the more consistent and professional translations that machine translation cannot accomplish.


  The WYSIWYG translation environment is helpful for visualizing the source and getting a better idea of the overall context. It’s also better than translating HTML at the text level and dealing with all the tags and code. But the limits in supported file formats (mainly .doc and HTML; XML is not supported) – and the fact that you need to work online – quickly offset the gained benefits for the professional translator, who is used to working with similar CAT tools without these limitations.


  So, what will the impact be on the translation and localization industry?


  In the short term, less experienced translators will be drawn to use the Google translation environment – and will quickly learn both the limits of machine translation and the benefits of working with translation memories and building accurate glossaries. This will help them become more experienced translators. Google’s statistical machine translation will become more accurate as more translators use the system to produce quality translations. Ultimately, the translation tool will extend Google’s reach in international markets and improve its bottom line.


  Google builds its revenues from advertising, and its automatic translation technology will bring access to more websites to international users. Corporations will therefore be more willing to advertise their sites and landing pages in other countries. This enables Google to generate more revenues from the ad sponsors as it opens up international markets for them.


  Established CAT publishers will have to either work harder to outdo Google or integrate with it. What Google built so far is not very hard to duplicate; Microsoft already has a similar environment to handle translations of its knowledgebase. But in the long term, it will be very difficult for others to keep up with the bilingual corpora that Google will amass. It is the corpus that the SMT industry is after to improve its statistical machine translation engines.


  Google still has to work on ensuring the protection of intellectual property to their rightful owners (the ones who pay for the translation in the first place). But as statistical machine translation quality progresses, translation efficiency may significantly improve to possibly make this issue mute, or at least not as pressing. But that will not happen for many more years.


  Some are cautioning that Google’s offering may not be free, or almost, forever.That may be the case. But so what? We pay for other SaaS tools, such as CRM, online meetings, telecom, and email. No one will mind paying a reasonable fee when the ROI is well justified!


  



  What’s next


  Google’s interest in attracting localizers has led to its intensive activities in revolutionizing an old approach to translating text. Machine translation is the technology that has powered traditional tools for many years, including those available free online. However, most companies have found the results insufficient for their professional products. Could Google change this with its new tool, Google Translate? We’ll explore the potential and the limitations in Chapter 24, Statistical Machine Translation for All.


  Chapter 24: Statistical Machine Translation for All


  In the 1980’s, a large European chip manufacturer was marketing a new technology in video chips. They architected a solid-state CCD (charge-coupled device) relying on frame transfer (FT) technology to compete with the common interline transfer technology adopted by most Japanese video camera manufacturers.


  Although the FT technology was superior, it never took off. Why? The company focused on the scientific and professional markets instead of the consumer market that was dominated by Japanese companies. Lacking consumer volumes, it could not justify financing their technology for too long, hence its demise.


  Lesson learned? Volume often trumps technology!


  But what if someone has the volume and the technology – and offers it for free? How can anyone compete under such conditions? This is the case with Google Translate and the statistical machine translation (SMT) technique it employs.
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  If you’ve been researching localization and translation, chances are you’ve heard of Google Translate. It began in beta in 2006, with statistical machine translations of Arabic, Chinese, and Russian to and from English. Franz-Josef Och, head of Google’s statistical translation efforts, explains how it works:


  Our approach was to use statistical translation models learned from parallel text, that is, sets of documents and their translations. The system learns a model automatically from the parallel data. (Franz-Josef Och, “The machines do the translating,” The Official Google Blog, 22 Aug. 2005, 8 Dec. 2009 <http://googleblog.blogspot.com/2005/08/machines-do-translating.html>.)


  As of 2009, Google Translate includes 41 languages. Although it is probably the most recognized software to use SMT, it isn’t the only one. Other tools include Moses and Pharaoh (both open-source). IBM – the pioneer with the first SMT system, Candide – now offers Giza++ and Rewrite. You can evaluate the results using the BLEU scoring tool from the National Institute of Statistical Translation (NIST).


  At their core, all SMT solutions are based on the same algorithms. And by their nature, they all require intensive mathematical operations on very large sets of bilingual text corpora, and even larger monolingual ones, to stand a chance at resembling the quality of human translation.


  The winner will not be the user of the better SMT technology, but the user of the one that relies on the largest volume of translation databases and computing muscle. Google’s research director, Peter Norvig, et al examine this in depth in the opinion paper, “The Unreasonable Effectiveness of Data.” (Alon Halevy, Peter Norvig, and Fernando Pereira, “The Unreasonable Effectiveness of Data,” IEEE Intelligent Systems Mar./Apr. 2009: 8-12, doi:10.1109/MIS.2009.36, 25 Jan. 2009 <http://www.computer.org/portal/cms_docs_intelligent/intelligent/homepage/2009/x2exp.pdf>.)


  Effectively, the power to harness SMT lies with the company that accesses, spiders, aligns, and indexes the massive volumes of monolingual and multilingual corpora available to the public, while at the same time holds an enormous infrastructure in computing resources. The larger the volume of language corpora processed, the more valuable SMT will be.


  But just like translation memory (TM) and rule-based machine translation (RBMT), SMT will not replace human translators or language service providers. With adequate integration in the translation environment and more time, SMT will offer benefits similar to or possibly better than fuzzy-match results from TM tools. (See Chapter 14, Fuzzy Matches and Word Count Demystified, for more on text matches.)


  Certainly, human translators will keep applying the final edits and linguistic quality control. Localization and QA engineers will carry on ensuring that the localized product operates correctly, and project managers will continue overseeing timely and on-budget project completions.


  If you want to experiment with SMT technology today, don’t look far. Think volume, think cloud computing, think free! Think of the most popular search engine company in the world. Get the picture?


  



  What’s next


  In Part 5, you’ve learned a great deal about the technology and tools that are available to facilitate your localization projects. Some, such as those available free online, can be helpful in getting a rough idea of how translations will appear. However, most companies have found that collaborating with a language service provider using a translation management system will produce the professional-quality results they seek.


  Next, we turn to special projects in Part 6: Challenges. You’ll discover the critical steps and considerations involved in creating your international online presence in Chapter 25, Localizing your Website? Then, Chapter 26, Localizing into Chinese, tackles many of the common misconceptions surrounding this unique task. Lastly, Chapter 27, Collaboration in Localization, will shed light on how to best overcome your in-country proof challenges while leveraging the latest collaboration tools available. Even if you haven’t yet faced these challenges, the time to prepare yourself is now.


  Part 6: Challenges


  Throughout the book, we’ve looked at the many varied aspects of localizing your products: from making the decision to approaching the project with the best strategies to keep your costs low and the quality high. In Part 5, we explored a special topic – the innovations in technology that are revolutionizing the localization and translation industry.


  The business world is evolving alongside with equal force and speed. To be truly prepared to work effectively within it, companies are learning they must prepare themselves with the knowledge of these trends and how to respond to them. We’ll help you tackle two of the most prominent developments in Part 6: Challenges.


  
    	
      Chapter 25: Localizing Your Website

    


    	
      Chapter 26: Localizing into Chinese

    


    	
      Chapter 27: Collaboration in Localization

    

  


  We begin with one of the most significant challenges facing anyone who is seriously thinking about entering the global marketplace. Chapter 25, Localizing Your Website, illustrates why expanding your web presence beyond English-only pages should be a prominent focus of your marketing activities. You’ll find the usage statistics that justify targeting international audiences with your online resources and the critical steps to achieving this successfully.


  Chapter 26, Localizing into Chinese, addresses a different challenge facing companies seeking a sizeable growth in their potential consumer pool. With the unprecedented increase in the economies of China and other Asian nations – as well as the purchasing power of Chinese-speaking customers in North America – it pays to learn more about the language and how to approach it now. Chapter 26 teaches you what you need to know in easy-to-understand terms.


  Chapter 27, Collaboration in Localization, deals head on with the challenges of putting in place an in-country proof process that will ensure end quality before your clients see your localized product. Identifying, recruiting, motivating and supervising in-country proofreaders are some of the most challenging tasks that a project manager can face. Chapter 27 will show you a step by step method to streamline the entire process and deliver a product that your end users will be thrilled to use.


  Chapter 25: Localizing Your Website


  Unlike the early and mid-90’s, when English-only publishers and websites dominated the World Wide Web, the new millennium has truly turned the web worldwide!


  According to Internet World Stats Usage and Population Statistics (“Internet World Users by Language: Top 10 Languages,” Internet World Stats Usage and Population Statistics, Internet Coaching Library <http://www.internetworldstats.com/stats7.htm>), there are currently 10 languages used by roughly 79% (down from 82% in 2009) of the 3.27 billion (up from 1.4 billion in 2009) worldwide Internet users:


  
    	
      English 26% (down from 27.6% in 2009)

    


    	
      Chinese 21.5% (down from 22.1% in 2009)

    


    	
      Spanish 7.5% (down from 7.9% in 2009)

    


    	
      Arabic 4.8% (up from 2.9% in 2009)

    


    	
      Portuguese 4% (down from 4.2% in 2009)

    


    	
      Japanese 3.5% (down from 5.5% in 2009)


    


    	
      Russian 3.2% (up from 2.6% in 2009)

    


    	
      Malay 2.9 (replaced Korean at 2.2% in 2009)


    


    	
      French 2.8% (down from 4.6% in 2009)


    


    	
      German 2.6% (down from 3.7% in 2009)

    

  


  While doing business on the web in English is still the lead choice, the margin has shrunk substantially since the mid-90's. The growth in Internet usage in languages other than English (2000-2015) is also worth noting:


  
    	
      Chinese (2,080.9%)

    


    	
      Spanish (1,248.4%)

    


    	
      Arabic (6,091.9%)

    


    	
      Portuguese (1,637.3%)

    


    	
      Japanese (144.2%)


    


    	
      Russian (3,227.3%)

    


    	
      Malay (1,539%)

    


    	
      French (669%)


    


    	
      German (204.3%)

    

  


  Given the above numbers, the potential for international opportunities are very appealing. This is why many companies are proactively performing web page translation into multiple languages.


  If your company has tasked you to investigate, consider the following before you plunge into the process.


  



  What languages to translate into?


  Each company should study the location and habits of its own web visitors and evaluate its strategic geographical plans for growth. Once you know what geographies to target, you can easily determine the languages that you need. This could be French and German for Europe, for example, or Spanish for the USA.


  



  How much to budget?


  Having determined the needed languages, try to identify the budget within which you need to operate. If the budget drives the requirements, there are different cost reduction techniques that you can follow to maximize the value of your efforts.


  
    	
      Eliminate obsolete and rarely used pages, such as unused files left on the web server, old press releases, and old articles.

    


    	
      Follow the Pareto rule (Chapter 16): Identify the 20% of your website that is viewed 80% by your users. You’ll then be better able to gauge your priorities and meet the budget.

    


    	
      Identify locale-sensitive pages (such as job postings, local events, and local programs) and exclude them from the localization requirements. There is no need to translate your job openings in the USA into Japanese, French, or German.

    


    	
      Identify the pages that are best reauthored to meet the specific needs of each local market. These are pages related to local events, habits, and customs. Then, coordinate with your in-country staff and engage the proper resources to re-create rather than localize.

    


    	
      Decrease the number of graphics and image-based navigation buttons with text embedded in them. Convert as much as you can to text. This will minimize the costs of editing graphics. Also, eliminate or simplify text in Flash files.

    


    	
      Minimize the localization of PDFs (such as datasheets, brochures, and white papers), as they can be costly. Identify which pieces are most important, and which you can eliminate or leave in their source language. Also, verify that source files are available (Quark or InDesign files, images, fonts, and the like) so that they can be efficiently converted into the required languages.

    

  


  It may not be possible to estimate the cost of localizing a website by simply browsing it. Since websites can be dynamic (ASP/PHP/SQL-based) and not just static (HTML-based), an effort to collect the physical assets is essential before an accurate estimate can be generated. This includes databases, images, Flash, Java scripts, HTML, ASP, PHP, PDFs, and all other source files requiring localization.


  Then, once the files are collected, go through them to identify the best strategy for each:


  
    	
      Eliminate

    


    	
      Leave in the source language

    


    	
      Localize into the needed languages

    


    	
      Re-author in the needed languages

    

  


  Once you have identified all the files requiring localization, use this simple formula to come up with an estimated localization budget: First, count the words that need translation. Next, multiply the word count by the number of languages needed, then divide by three. Refer to Chapter 14, Fuzzy Matches and Word Count Demystified, for more on reaching estimates. (If you cannot count the words, your technical translation services vendor will do it for you, usually at no cost.)


  To give you an idea, an average website has about 100 pages and can cost roughly $5,000 per language to localize. This usually includes the following:


  
    	
      Translating

    


    	
      Reviewing by a second translator

    


    	
      Localizing basic images

    


    	
      Performing quality assurance (QA) tasks to ensure proper display in one or two web browsers

    


    	
      Storing the translation in translation databases for future reuse

    

  


  Note that companies seriously considering web page translations often host larger-than-average websites.


  



  How often to synchronize languages?


  Since websites are very organic in nature and are constantly changing, you should decide how frequently you should update the translated pages and how closely they should be synchronized with the source.


  With the advent of content management solutions and translation memory databases, technology permits anywhere from occasional updates (monthly, quarterly, or yearly) to as frequent as daily updates. It is only a matter of how much time and money you are willing to invest in the processes and the technology.


  Luckily, translation memory tools enabling easy translation reuse are abundant and not costly. Any localization professional that you decide to work with should be able to provide you with at least the ability to store the translations in a database for easy updates and retrieval. This makes monthly updates feasible with minimal overhead to the overall localization costs.


  Integrating a content management solution with concurrent localization will add a significant amount of expense to acquire, implement, integrate, customize, and operate. This option should be considered only when weekly or daily website updates in more than one language are required, and when a six-figure budget in US dollars for tools and setup (excluding localization costs) is not a constraint.


  



  Not as easy as it sounds?


  Addressing World Wide Web users' needs with an international website is not an easy undertaking. For this reason, you should think seriously about involving professional language translation services early in the process.


  After you’ve collected the files needing localization and identified your requirements, an established firm with a background in creating websites in your target languages can create a free comprehensive proposal for your evaluation. Do not hesitate to take advantage of this resource. It could mean the difference between a high-quality result and failed effort.


  If your budget does not permit full site localization, consider localizing the most prominent landing pages. If you can’t have a multilingual portal, don’t lock yourself in. Keep a few windows open to the world!


  



  What’s next


  Once you’ve localized your website, you’ll make great leaps in your reach in global markets with your product. But the question then turns to another challenge: Is your product localized into all the key languages that are dominating the world’s markets today?


  The nation that has everyone’s attention now is the People’s Republic of China. The PRC’s economy has regained its momentum, and tourists are coming to the US at a pace of half-million each year. Will your product be ready for those who don’t read English? Now is the time to prepare. Learn what you need to know to get ready in our next chapter, Localizing into Chinese.


  Chapter 26: Localizing into Chinese


  Have you ever been asked to perform product localization or localize your product into Chinese? If you have not been asked yet and you work for an international company, get ready – the question will soon be asked. At $8.26 trillion in 2012 (Central Intelligence Agency), China's GDP is second after the United States’, and continues to grow.


  There is often confusion among non-Chinese speaking people about Chinese scripts and dialects. You've heard of Mandarin and Cantonese. If you are involved in technical translation services, you've also heard of Traditional and Simplified Chinese. This chapter will demystify these terms in simplified English.


  



  Written Scripts: Traditional and Simplified Chinese


  While Mandarin and Cantonese are two spoken dialects, Traditional and Simplified Chinese are two written scripts. Unlike phonetic or alphabet-based scripts (such as Latin, Greek, Cyrillic, Arabic, or English), written Chinese is a symbol-based script requiring the use of thousands of unique symbols.


  The written form of Chinese in the People’s Republic of China (PRC) is referred to as Simplified Chinese. Singapore and Malaysia also use the Simplified script. The Traditional Chinese script is currently used on the islands of Taiwan and Hong Kong.


  To see how the Traditional and Simplified scripts differ, compare the examples in the table below. Each row shows the same sentence in the written form specified in the first column.


  



  [image: Chinese]


  


  


  Comparing Chinese Traditional and Simplified scripts



  



  Chinese Dialects: Cantonese and Mandarin


  Cantonese and Mandarin are dialects spoken by Chinese people in the PRC, Hong Kong, Singapore, Taiwan, and Malaysia. Cantonese is the main dialect spoken in Hong Kong and in some southern parts of the PRC. Mandarin, however, is the official dialect of the PRC and Taiwan, and should be used for voice/audio recordings (such as movies or Flash).


  The dialects are irrelevant to the written script. People who speak either of the dialects may read Chinese in its Simplified or Traditional form, depending on where they live or come from. People from the PRC may read the Simplified script, regardless of the dialect they speak. People from Taiwan and Hong Kong may read the Traditional script, also regardless of the dialect they speak.


  The PRC adopted the Simplified script in the 1950's to promote literacy by simplifying the Traditional script. Prior to that, they used the Traditional script, which many still can read. If you are targeting the PRC today, Simplified Chinese should be the form of script used to localize your product.


  Taiwan, on the other hand, bans Simplified Chinese in governmental and civil publications. To be politically correct, you will need to support the Traditional script if your product is to be sold on that island. The Simplified script was never officially introduced or used in Taiwan, so most Taiwanese people are not familiar with it.


  In Hong Kong, Traditional Chinese characters are officially and customarily used. Even after more than 10 years after the PRC's takeover, textbooks, official statements, and newspapers still do not show signs of moving to the Simplified script. But the increasing influence of the PRC on Hong Kong has increased the use of Simplified characters, and you now often see them in Hong Kong's tourist areas.


  If you want to target Hong Kong with your product, you should use the Traditional script for the short term. In the long term, the influence that the PRC brings to the island may make Simplified Chinese the official script.


  Lastly, since there is a large Chinese community in North America, many companies are now localizing their products to target this growing market. Dominance is now emerging from PRC expatriates due to their sheer number, making the Simplified Chinese script the script of choice for Chinese readers in the USA and Canada.


  When measuring the market opportunity of your product in Chinese, consider this: The Simplified script opens market doors for you not only in mainland China (PRC), but also in Singapore, Malaysia, North America, and possibly Hong Kong in a few more years! So, the actual GDP for consumers consuming in the Simplified script easily exceeds the $4.758 trillion figure, making it the clear choice after English and perhaps Japanese for your product.


  



  What’s next


  No matter how competent your translation team is, you will need to put their work to a proof before committing to a release of your product. This is where an in-country proof can be of key value.


  The following chapter will walk you through the steps of putting in place an in-country proof process and streamlining it for maximum success.


  Chapter 27: Collaboration in Localization


  Quality translation dictates a collaborative effort: Why in-country proof is crucial and how to best structure and streamline it


  Imagine the following: First, you are tasked to organize people in different countries, operating in different time zones, with different cultures and languages, not reporting to you, to participate in what will be a very laborious task. Second, these people are committed to doing other jobs that take up all their work time. Third, it is very likely that you cannot offer them incremental pay! Those who have been involved in coordinating in-country proof of a translation localization project understand how difficult the process can be.


  Attending to the above is a major undertaking for even the most experienced project manager. Are you overwhelmed already?


  This is why some in our industry argue that an in-country proof is not needed after the translation of a product is completed. We can’t disagree more.


  



  The case for in-country linguistic proof


  [image: tmp_c452cb03b7099543f5e7ebe68fb32472_hayXxQ_html_m36ce3997.png]


  Control Theory teaches us that a dynamic system remains unstable until it has a negative feedback loop built into it.


  Look at the graph on the right and think of r as the source text. The target, or translated text, is y. G is the translator and K is the in-country proofreader.


  K will have to proofread the translations of G and offer constructive (negative) feedback to the translator to help meet the required quality.


  The translation management system is H. It is a dynamic system. For it to be stable, it will require to properly handle input from G and K− the translator and in-country proofreader.


  Also, to ensure a stable system, collaboration among the different influencers in the system will be needed. The more efficient and optimal the collaboration efforts are, the more stable the system will be.


  



  10 steps you can’t ignore


  Having proven that the in-country proof is crucial, here are 10 important steps to follow to turn this challenge into a successful endeavor.


  
    	
      Choose the right individuals. The more connected you are with your international offices the more aware you will be with your options. Pick a person that has excellent command of the local language and your product, and that is motivated to help. If you don’t have a choice, still qualify them to make sure that your agendas are aligned and then work constantly on motivating them.

    


    	
      Provide your proofreaders all the information they need about the project, the tools that they will use and the process that they will follow. Do that before the translation starts so that they are setup early and can ask any questions when there is time still to address them.

    


    	
      Provide necessary training for special tools or processes that they will use to ensure that they have full control over their tasks and follow all the appropriate steps. Unlike professional translators, your in-country proofreaders are not expected to know how to use translation memory (TM) tools or deal with terminology or specialized translation file formats.

    


    	
      Get your proofreaders to review the terminology in their own languages early and approve them. Give them a chance to influence them before the translation starts, or while it is ongoing. Giving them ownership and ability to influence the end-quality early in the process makes them feel part of the overall process, and not just an afterthought, or the go to person to fix all problems in the last minute.

    


    	
      Enable your proofreaders with technology to facilitate their work and communicate with the project stakeholders. Most people like to use MS Word to make corrections, or, annotate PDF files. Try to make the proof process work with these simple tools. However, give them access to an easy to use, but robust translation management system to communicate answers to translator queries and to preview the terminology.

    


    	
      Pin down the file handoff process so that translated vs. proofed files are not confused or lost.

    


    	
      Allow for your translators to see the changes that are implemented by the proofreaders to learn any style or terminology nuances, or preferences, and to correct any inconsistencies, typos or grammatical errors.

    


    	
      Enable a process that facilitates the inclusion of the corrections from proofreaders into the Translation Memories for future reuse. You want to avoid asking your proofreaders to apply the same changes each time your source changes; it will demotivate them from doing their work in future releases.

    


    	
      Allow proofreaders ample time to complete their work. Remember, they don’t report to you and you don’t control their time or paychecks.

    


    	
      Give your proofreaders positive reinforcement often throughout the project. You can only influence them through proper motivation and leadership.

    

  


  Ignore any of these steps and you are likely to suffer the consequences during or after the project’s completion.


  



  Streamline the process


  To facilitate the linguistic proof process, it is preferable to have multiple linguistic proof methodologies available to you to help meet each client’s specific needs. Here are three main options:


  
    	
      Table format with 2 columns, source and target. Proofreaders read the source in the first column and make the necessary changes to the translated text in the second column either online or in a tool like MS Word. Translators then see exactly where the changes are made and apply all necessary corrections.

    


    	
      MS Word Document in bilingual format with source and target languages: Here the source and target are interlaced. The first string contains the target text and the second string contains the source text separated by a number that shows the fuzzy match from the TM. Proofreaders can decide to proof only new strings to the release. Changes are made in MS Word for translators to see where the changes take place to correctly act upon them.

    


    	
      A draft PDF of the target file is provided to the proofreader where he or she can electronically annotate the PDF with the requested linguistic changes. The annotated PDF file is then returned to the translator to implement the changes in the target files.

    

  


  Note that a thorough linguistic proof is always a laborious process which if not planned correctly, may cause serious delays to the project. Your goal should be to eventually turn your translators, or translation vendor, into your final proofreaders, after gaining experience on your end-users’ specific requirements and after following a rigid process that leverages the latest advances in translation management which keep the translators closely connected with the in-country product experts.


  In order to reach this goal, think about integrating in your process the following enabling technologies that will help shift the burden of proof from the in-country proofreader to the translator:


  
    	
      An online terminology portal can be populated with your terminology in all languages and can be accessible to all translators and proofreaders while performing their work. By communicating the correct terminology to use, translators can be consistent and accurate in using the proper terms from the start. [image: tmp_c452cb03b7099543f5e7ebe68fb32472_hayXxQ_html_m57e66a16.jpg]

    


    	
      A wiki-based portal can allow easy collaboration between the translators, the reviewers, the project manager, you, and your proofreaders. This environment permits translators to ask questions about the source, moderated by project managers, and work closely with your proofreaders in order to provide the best fit translations when the translator is in doubt. Ensuring translators’ accurate understanding at the beginning reduces the requirements for change at the end.

    


    	
      A translation management system will host all files, source and target to keep assets organized and to display the status of each task in each project. As one of the above three described proof options is applied, all terminology, translation memories, files and other pertinent translation assets will be updated with your feedback before proceeding with the desktop publishing or final build and release of the completed work.

    

  


  As you build a translation memory, active feedback from qualified proofreaders will make it a better resource to rely upon, eventually eliminating the need for a comprehensive linguistic in-country proof. The translators would understand your special style, terminology and preferences for producing your documents. Style guides will be beefed up and consistently followed. Stakeholders will also continue to use the translation memory, the terminology database and the query database to ensure accuracy not only within your division’s projects and products, but throughout the entire organization. Overall, your corporate international communications, brand and image will significantly improve.


  



  The ideal world


  While performing in-country linguistic proof may be a necessary step, the goal is to streamline the process and minimize the amount of work to be done while delivering the expected high quality products to your international users.


  What is the lesson to take here? Despite of what others may tell you, don’t let translators translate in vacuum. Translation is not a task that you can throw over the wall to others in a process that excludes in-country input and guidance. If you do that, the translation quality will sooner or later diverge from your requirements and your end-users will someday give up on using your localized product.


  Therefore, quality translation requires a collaborative translation management system. One that permits information sharing, that improves terminology understanding, that tracks schedules and tasks, that facilitates the feedback process, and that truly allows a two-way dialog, between the translators and product experts, to improve product quality and usability.


  Next time you are told to forego your in-country proof, ask your localization or translation vendor to consider using a robust translation management system, or better yet, hire someone that does!


  



  What’s next


  Part 6 has given you the background and hands-on strategies to address two of the most significant new challenges of doing business in the new millennium. You’re now ready to approach them with a clear understanding of what’s involved in both these special projects.


  Next, we’ll help you gather all of the knowledge you’ve gained in the book into a comprehensive strategy. Part 7: Keeping the Commitment outlines the fundamental factors of your approach to localization and guides you in assessing how effectively you’re working with each.


  Part 7: Keeping the Commitment


  Now that you’ve learned so much about the many varied aspects of localizing your products, documentation, and website, the chief concern is how well you’ll be able to apply them in your projects. How can you be certain that your approach to localization incorporates the optimal strategies and resources?


  This question is our focus in Part 7. Here, we outline the key factors to review as you look ahead to future projects:


  
    	
      Quality

    


    	
      Finances

    


    	
      Geographies

    


    	
      Priorities

    


    	
      Strategies

    


    	
      Processes

    


    	
      Plans

    


    	
      Internal resources

    


    	
      Vendors

    


    	
      Communication channels

    

  


  Performing a comprehensive assessment of each of these critical facets of your global efforts is essential to moving forward with better results. We’ll show you the steps to an effective evaluation in Chapter 28, Ten Localization Resolutions.


  Chapter 28: Ten Localization Resolutions


  With each new year, it is important that we learn from the lessons acquired in all of our previous years’ projects before we forge ahead. Here are ten localization resolutions that you can make – and keep – to ease your future localization efforts with enhanced efficiency and effectiveness.


  
    

  


  1. Quality Assessment



  Perform an honest evaluation of how your localization efforts went in the previous year. Go through your projects one at a time, and provide feedback to your localization staff and technical translation services vendor.


  Remember that localization is a two-way street: Unless your localization team gets feedback from your end users on its efforts, improvement in the quality will not be seen as an essential part of the process.


  
    

  


  2. Financial Assessment



  Identify how much you spent on localization. Be sure to include internal and external expenditures. This will give you a starting point for identifying the budgets you need for the next year. Keep in mind that although previous translations will be reused, as your localization requirements and markets grow you may need to grow your budgets with them.


  
    

  


  3. Geographical Assessment



  Identify the countries you localized for and break down how much translation/localization money was spent for each. Then, try to estimate the revenues that you can attribute to the translations done for each of these countries. This could be difficult to pinpoint, given that revenue generation depends on many factors. Just use your judgment and experience to arrive at meaningful numbers.


  It will be worth the effort: These numbers will be critical as you explain the current localization budget allocation to your international sales force, saving you endless friction or resistance.


  
    

  


  4. Priority Assessment



  Classify your geographical regions according to three tiers, with Tier 1 being the most important. Your outline should resemble the framework you set up to identify your target languages, as in this example:


  
    	
      Tier 1: English, German, Chinese, and Japanese

    


    	
      Tier 2: French, Italian, and Spanish

    


    	
      Tier 3: Polish, Czech, and Russian

    

  


  Knowing what regions fall into which tiers will help you set priorities, budgets, schedules, and resources. Finally, be sure to get upper management to approve these priorities.


  
    

  


  5. Strategy Assessment



  Evaluate your localization strategies for each tier. You may find that simultaneous shipment is a requirement for Tier 1 regions, while Tier 3 markets can lag others by up to three months. Given your needs, you can identify the best localization strategy (such as integrated, coupled, or over-the-wall) for each market. (Refer to Chapter 4 for more on each approach.) Decoupling language localization strategies can save you money and allow for easier management of your time and resources.


  
    

  


  6. Process Assessment



  Evaluate your localization process for each strategy (see Chapter 7). You may need to adapt your current processes to meet the specific needs of the different approaches. For example, an FTP hand-off of localization kits, terminology, and translation databases will be acceptable for the over-the-wall approach, while an integrated approach may require a translation management system (TMS) to handle these tasks. Chapters 20 and 21 further explain the benefits of incorporating a TMS into your localization projects.


  
    

  


  7. Plans Assessment



  Review your project plans for the upcoming year and make sure your localization budgets fund them appropriately. If you plan to target new regions requiring new languages – or if you have new products to localize – there will be a big ramp-up in costs associated with each of these projects.


  
    

  


  8. Internal Resources Assessment



  Augment resources as needed to cover all requirements. Make sure that your internal resources and partners can handle any future languages or requirements that you may decide to add. Being plugged into your company's strategic international planning efforts is essential.


  
    

  


  9. Vendors Assessment



  Expand your reach by evaluating new solutions or vendors if needed. Do not wait until the last minute – when you are in the heat of a new release – to start looking. Identifying the best options now will save you from having to accept a less-than-optimal solution.


  
    

  


  10. Communication Channels Assessment



  Check your communication channels and contact your localization team and technical translation services vendor. Bring them into the picture with your goals and plans as early as possible. The more informed and integrated your vendors, the better equipped they will be to meet your needs.


  Managing and releasing localized products doesn’t have to be a stressful endeavor. Armed with these resolutions, you will be well prepared to face the year and the tasks ahead without compromising your health or your personal time.


  



  What’s next


  Assessing each of these key factors in your localization scheme will leave you confident that you are moving ahead in the right direction. This proactive approach will also help ensure that you can meet your customers’ needs with quality products.


  Next, we assemble the valuable information in a summary of the book’s 28 chapters. You’ll find the highlights of everything we’ve covered – from deciding When and Why to Localize (Part 1) to Keeping the Commitment (Part 7) – in our conclusion, Lessons Learned.


  Lessons Learned


  In Enabling Globalization, we’ve covered every aspect that is critical to anyone interested in learning more about the industry – whether you’re new to the field or you have been localizing for many years. Each part provided insight into a different area, ranging from making the decision to join the global marketplace to carrying through with a comprehensive, effective strategy.


  Now, let’s look back at the lessons learned.


  Part 1 targeted those who are starting out in localization. It encompassed the information you need to complete the initial steps: first, determining that it’s time to localize your products; and then, choosing the right markets and strategy for your products.


  Part 2 exposed the myths and missteps that many companies still embrace – despite the failed projects, high costs, and poor quality that result. The key lesson from these chapters was clear. Localization is much more than simply translation and therefore, it must be performed by an experienced vendor who carries out the complete cycle. In the end, you’ll find that allocating the necessary resources is the most cost-effective way to go.


  In Part 3, you learned about the best practices of the industry. We tackled a wide range of topics: from choosing the right localization process and creating the content to selecting the best teams and finally, setting a plan and budget that accounts for the unexpected. What are the main points to remember?


  
    	
      Gain a clear understanding of the different processes so you can choose the one that is most appropriate for your products.

    


    	
      Create content using up-to-date methods and a well-trained staff that knows how to write and illustrate for an international audience.

    


    	
      Select your teams for translation/localization and in-country reviews based upon their proficiency and the quality of their results, not simply on the price tag. Again, you will find that this is the most cost-effective approach.

    


    	
      Design a realistic project plan and budget, and involve your teams in the early stages. Make sure that you are aware of all of the expenses that your financial plan should take into account.

    

  


  Part 4 focused specifically on containing costs while keeping the quality high. You learned how to keep expenses in check by creating localization-ready content and minimizing nonessential changes. Updates are no longer budget busters now that you know how to take full advantage of translation processes and tools.


  Perhaps the most important lesson to take away from Part 4 is to always remember your primary goal – the very reason you are localizing – is to help users better understand and use your product. This will motivate you to use best process and people needed to obtain the quality you’re after.


  Technology was the focus in Part 5. We explored many tools that are revolutionizing the industry and what roles they should play in your approach to localization. What lessons should you carry away from this section?


  
    	
      A translation management system (TMS) will facilitate many steps of your localization projects, especially when used alongside quality professionals. Carefully consider incorporating this option into your approach.

    


    	
      Search engine geo-optimization is necessary to draw visitors to your website. Be sure you – and your vendor – know what this entails.

    


    	
      Google tools and statistical machine translation merit inspection, but they are still in development. Working with an experienced, full-service vendor remains the wisest approach.

    

  


  In Part 6, we looked at two special challenges facing companies in the new millennium that seek to expand their customer base. The theme of this section to keep in mind: The growth of the international marketplace warrants your close attention.


  
    	
      Use the steps we laid out to localize your website so you can reach the escalating online audience of non-English speakers.

    


    	
      The expansion of the Asian marketplace has been most pronounced. Prepare yourself with the basic understanding of Chinese scripts and dialects you’ve acquired here. If you aren’t localizing your products into this language, it’s time to consider it.

    

  


  Finally, in Part 7, you found the method for carrying all of these lessons over into your projects: Perform an annual assessment of every aspect of your localization approach. Following the outline we provided, you’re ready to conduct a comprehensive evaluation and make the needed changes.


  The many lessons you’ve learned throughout this guide have equipped you with the knowledge you need to forge ahead with confidence. If you’re new to localization, you now know why and how to enter the global arena. Those who’ve localized their products their products for years have obtained insight that will help them improve quality and lower costs. Partner with the best professionals, keep your customers as your first concern, and remember: The benefits you’ll gain will justify your efforts!


  If you are interested in gauging how you are doing compared to your peers, we invite you to take the Localization and Translation Audit at http://www.cloudlingual.com/process.


  The 10-minute questionnaire will allow you to receive a free 15-page customized report that details exactly where you are in your localization proficiency and points out the key areas in your process or practices that may be improved.


  Good luck!
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