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1.0
Executive Summary

In response to multiple requests from the XYZ Sales Organization, XYZ Partners and prospects XYZ Education, in conjunction with Engineering Globalization and International Corporate Strategy, proposes an on-going program to translate and otherwise localize and maintain XYZ Education courses and other supporting materials into various languages.

XYZ Education will follow the lead of Product Marketing, International Corporate Strategy, and Engineering.  XYZ Education expects that we will require 90 days after the availability of our courses in English are fully tested and verified to provide classes in the local language.  Engineering is currently planning a stepped approach to releasing translated versions of a given product at the rate of about one language a month.  

Initial estimates from Berlitz indicate that the translation of course materials is less variable than the enhancement and modification of the software.  

Technical support for the translation of the course materials will use the same structure as technical support of the product.  There will be only a few situations where the Education Department will need to provide support, such as clarification as to the purpose of an exercise in the course materials.

2.0 Business Objective

The main objectives of the XYZ Education Department are to:

(1) Enable delivery of XYZ Education courses in local languages to facilitate the implementation of XYZ products in emerging market and language groups


(2) Support Marketing and Sales efforts, including the Reach Partners, in emerging market and language groups by providing translated materials in a timely manner.

(3) Certify instructors to teach in local languages.

(4) Establish a repeatable process for all translation and localization efforts.

(5) Maintain a positive cash flow for XYZ Education from non-English speaking areas.

3.0 Project Scope

3.1 Assessment

Each targeted localization project requires an assessment of the market and the potential demand for courses in the local language. The decision to translate and localize course material is separate and distinct from the decision to translate and localize a product. Education will assess each language and market group individually and will assess each course separately.  Engineering is currently planning a stepped approach to releasing translated versions of a given product at the rate of about one a month.


3.2 Necessary Conditions

XYZ Education will follow the lead of Product Marketing, International Corporate Strategy, and Engineering.  XYZ Education expects that, after the availability of the relevant software product and development of stable course materials, Education will require a minimum of 90 days before we can begin to provide classes in the local language.  There are several absolutely necessary requirements before we can initiate the translation and localization process.


Critical Requirements:



Availability of a stable translated Product



Stability of the Course Materials



Availability of local language Instructors 

(The local instructors must be competent in English, because XYZ will  only offer instructor support in English.)




Sufficient demand for the translated courses from customers, partners, etc.

We are basing the Education assessment on:


· market size -- as indicated by the number of prospective partners and customers and their respective students

· underlying economic base -- as indicated by Gross Domestic Product figures

· immediacy of the demand

· expected growth rates

· breadth of the applicability of the translation.

· availability of reviewers for that language. 

Because each completed translation effort is an independent, we intend to scope localization efforts one language and one product at a time, 


3.3 Nature of the Effort

The overall reconstituting of course materials into a language other than English involves an entire set of issues of which translation is only one.  A vendor will typically break down the work as follows:

3.3.1      Pre-production

3.3.2 Glossary

A list of terms, both technical and commercial, with definitions and translations  that are essential to understanding the documents.  

Education should be able to leverage the glossary developed for Engineering.



3.3.3 Document Translation

 The actual translation of the verbiage in the document.  This also involves “culturization,” such as using local place names, people names, currency symbols, date patterns, postal codes, value added tax in examples and exercises.

3.3.4 Screen Capture

The screens in the Student Guide must be re-established in the local language using the translated version of the product.  This is a very significant portion of the overall costs.

3.3.5 Page Layout

The translated verbiage is almost always longer than the English version.  This is due to longer words and more words because certain stock phrases are not readily translatable.

In some languages, the direction of the language is different.  Many of these issues also apply to laying out screens for screen capture.  This can be one of the most significant parts of the cost 

3.3.6      Publishing  Quality Assurance on Additional Book files

                           3.3.7     Rework Graphics/Illustrations

                           3.3.8    Software Consistency Check

3.3.9    Project Management

4.0 Proposed Time Frames

XYZ Education proposes that we begin the translation and localization effort immediately upon approval for each specific language.  There is no significant advantage to translating too early.  We also incur the cost and the maintenance.

Because the instructors of XYZ Education Providers are required to be fluent in English and because XYZ Technical support will provide support only in English, we propose only to translate our Student Guides and not our Instructor manuals. 

5.0
Resource Requirements

5.1 Anticipated Resource Requirements

The table below lists the personnel and percentage of time required to complete this project.

	Person/Department
	Role
	% of Time Required

	Matt Abrahams
	Director
	10%

	Eileen B
	Executive Sponsor
	2%

	Albert  F
	Manager
	75%

	Translator Support 
	Curriculum Developer
	15%

	Tech Support
	Product Support
	10%

	TBD
	Reviewer - 1 per language
	15%

	
	
	


5.2 Anticipated Costs and Funding

The costs associated with this program are significant – both the initial translation and subsequent iterations of the course. 

5.3 Cost Variables

The translation costs are dependent on the following variables:

5.3.1 Course Materials


Number of Pages in the Course Material


Number of Words


Number of Slides


Number of Graphics


Complexity of Graphics


Inclusion or Omission of Modules or Components


Number and Complexity of Exercises


Amount and Complexity of Sample Data


Specific Local Formatting Issues (such as address and phone)


Consistency across Courses

5.3.2 Number of Languages

We can select the languages carefully and in a phased approach

5.3.2 Number and Duration of Courses to be Translated

 It is probable that we do not have to translate all courses.

5.3.3 Other Costs

Translating Collateral Material


Course Descriptions


Certification Exams


Web Pages

Courier and Data Transmission fees

Any project related travel and subsistence expenses 

Additional work caused by changes during or at the end of the project

Additional work resulting from software updates

5.3.4 Change Management

XYZ Education expects modification, enhancement and general maintenance to be as high as 40% of the initial development costs.  This is because of significant changes to the product and to the organization and content of the course materials themselves.



Subtraction




This is a very inexpensive modification.



Addition

This type of maintenance has a cost proportional to the size of the change.



Update




This considerably more expensive and more variable.



Isolation of Changes

If volatile sections of the course material can be isolated, this will reduce maintenance costs.




Percent of Reusable Material

5.3.4.1 Release Management

Minimize Frequency of Releases (Minor Markets can have fewer releases)



Use Standard Repository Screen Shots


5.3.4.2 Use Established Standard Localization Efforts from Engineering

Education will use the use the Standard Glossary and definitions developed by engineering’s globalization effort.

6.0  Vendor Selection

6.1 Berlitz

Education will follow the lead of Engineering and use their vendor of choice.  There is much to be gained by using the same vendor, such as elimination of duplicate effort in completing a glossary, a general consistency in translated terms, a single support structure for product problems and questions.

As an already involved vendor, Berlitz has developed a significant level of familiarity with XYZ, XYZ’s products, and XYZ personnel.  Any new vendor would have a learning curve to get to the same level, and it is not clear that there would be any increase in quality, promptness or a decrease in costs.

Berlitz has localized both the Buyer product and technical documentation, which means they can use their already running localized XYZ products and their already existing XYZ glossaries.  Berlitz can deliver fully translated and orderable material within 6-8 weeks after XYZ tells them to.

6.2 Alternative Translation Vendors

XYZ Education will consider other vendors under certain circumstances and for various reasons:

A vendor has superior competency in specific languages


A vendor is significantly less expensive.


Berlitz is unable to handle the volume of work


Engineering chooses a different vendor for translation


If Education determines that it helpful to apply “competitive pressure” on a specific vendor.

7.0  Alternative Strategies

7.1 Broad Based Translation Effort involving 8 Languages

This approach initiates the parallel translation of a course or several courses in a significant number of languages.   

Advantage:

The translations are initiated immediately.

The project management is combined into one effort.

XYZ is positioned to proceed in many markets.


Disadvantage:



XYZ will incur greater up front costs.



We may not need all of the translations immediately.



There will probably be increased maintenance costs.



There is relatively greater risk.



We may not pick the most relevant language in each case.

These costs are for XYZ Buyer Courses only:  The material to be translated is only for the student (participant) handout or guide.  The corresponding instructor guides are left in English.  Thos materials that are shown to or given to the customer are translated into the local language.  

The current premise is that instructors used by XYZ Partners will be literate in English.  The estimate for the translation of the instructor guides is $522,405.00.

The languages included n this estimate are:

 (German, French, Spanish, Dutch, Italian, Brazilian Portuguese, French  Canadian, Japanese, Korean, and Chinese)

	Training Course
	Participants’ Guides Only

	
	
	
	

	Region
	Europe/
	Asia
	Total

	
	South America
	
	

	
	
	
	

	Features & Functions
	215146.8
	136395.9
	351,543

	Catalog Administration
	137622.2
	89626.88
	227,249

	Customisation Training Material
	446,308
	284,624
	730,932

	
	
	
	

	Totals
	799,077
	510,647
	1,309,724


Collateral Translations – Certification Exams

A preliminary estimate for translating the Certification Exam is about $7,500 per language.  In some cases it will not be necessary to translate the exam even though the product and course materials have been translated. Because the technical staff is sufficiently comfortable with English.

The costs in Appendix A reflect the translation in to the 8 European languages

 (German, French, Spanish, Dutch, Italian, Brazilian Portuguese, French  Canadian).

The costs for the Asian languages are in Appendix B .

7.2  Narrow Based Translation Effort involving 3 or 4 Languages

This approach selects a subset of the potential languages and proceeds on as needed basis.  The savings are essentially proportional within the language.   Choosing  one Asian language would reduce those costs by roughly two-thirds, and choosing two European languages would reduce those costs by three-fourths.

Advantage:

XYZ has less upfront costs.

We can define a  repeatable process more thoroughly before most of the languages are already translated.

We can adjust more rapidly to an unanticipated demand for a specific language.

We are following the release pattern established by engineering.

We may be able to implement changes in the course materials to facilitate translation and localization.

If mistakes are made, they will not be made 8 or 9 times.


Disadvantage:


We may slow down the translation into an important language.

7.3 Use Third Party Companies to Fund the Translation

This approach utilizes our XYZ Education Provider or Reach Partners’ knowledge of the local conditions to provide the bulk of the input on which languages are more important for translation and which courses are more relevant. The regional partner assumes the cost of translation into the local language.


Advantage:



This provides corroboration of sufficient demand in that market.

It establishes further commitment on the part of the third party.

Reduces XYZ’s initial outlay.



Increased vendor Incentive

Disadvantage:

Intellectual property and ownership issues.

Iterations and versioning

Reviewing

Administrative nightmare.



There is a potential for de-commitment on part of the partner.



The partner has to invest additional money.

XYZ can provide an additional inducement by offering a reduced royalty rate, especially for prompt action.



Issues 

It is imperative that XYZ maintains control of the vendor selection and manage the translation project.  This is important for quality assurance, consistency, version control, control of the electronic format of XYZ materials, and so forth.
8.0 Cost Control

8.1 Judicious Selection of Language

We need to ascertain the demand for the course ware.  The timing is very important.   If we translate too early or with insufficient demand, we incur premature costs and begin to incur maintenance costs.

8.2 Judicious Selection of Specific Courses

There may be sufficient demand for some courses covering a given product but not others

8.3 Amend Course Development Standards to be:



Translation Friendly

The course  material can be formatted and standardized to reduce translation and re-formatting issues.



Less Verbose

The bulk of the cost is based on a per word basis.  A good editing effort might save 10 to 15%.



More Flexible in Page Layout




White Space




Text




Graphics




Screen Shots




Student Guide

8.3 Manage the “Delta” in Course Modification




Reduce Screen Shots




Document the Steps for Setting up the Screen Shot







