How an Intranet
Gives Global Leverage...

to Translators

Logos Group, the Italian local-
izer, has not only built the
largest dynamic dictionary on
the Web, it has also ploneered

translation intranets. CEQ Rodrigo Vergara

explains how hifs proprietary Logosys system
ties his operations fogether.

“The real work of ivanslation,” says
Vergara. “is inside the heads of translators.
What we can do is to provide the tech-
nology to ensure that it gets out to the right
people” He calls this the “translator
upwards”™ {TU} view of translation manage-
ment, to be contrasted with the investor-
downward (ID) approach now spreading
through the localization industry. In the
TU model, widespread in Europe. a transco
like Logos grows through the rapid leamn-
and-expand emtrepreneurship of s trans-
lator-manager and probable reaches its
ratural limits of internal growth when ouwr-
side investors start making inquiries ahout
the firm’s plans.

The 1D vision, on the other hand, is pred-
icated on nontranslators buying inte the
localization or translation market. bringing
capital. global reach, and management
techniques into what has bheen a frag-
mented craft industrv. To grossly carica-
ture the options, the strategic issue
confronting a TU firm like Logos today is
how to fend off ID-type predators or risk
heing squeezed into a local-market posi-
tion. For Vergara. the secret to survival in
maintaining Logos’s glebal “niche™ as a
TU plaver is to grow eirtuallv by investing
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in the right technology. Vergara's not-so-
secret weapon is Logosvs.

Disintermediating
Customers

As Logos's production-management tool,
Logosys integrates many roles. It auto-
mates many of the component steps in net-
worked translation management, provides
Vergara with a full information window on
the state of plav of the company’s opera.
tions. and maintains interactive links with

One large
translation and
localization vendor
uses Web-based
technology to put
translators in touch

with clients.

customers: an intranet with an extranet
tagged on. True to the “TU™ vision, the
driving principle behind Logosvs is to free
up translators to “do what thev arve good
at,” which is not just translate, but also
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talk translation problems throu
their customers. By allowing L
run as much of the routine proje
agement as possible, Vergara bel
can overcome the old niiddle-man
communications bottleneck experis
localization firms, where there are
project mangers as projects—and
problematic links in the chain.

At the same time, by shifiing mo:
project management to the back o
automating it, he believes he car
termediate” the relationship betwe
ational translators  and  their
counferparts  in  client  cor
“Logosys helps put our clients |
with the translators who are
making on-the-ground decisions a
language and formats used in a |
sides stand to gain.”

In practice, Logosys supplies ser
two tvpes of “clients™ it furnishe:
technical-support services to th
translators  (terminology.  trs
memory. invoicing, workflow), an
also serve Logos"s end customers
plving a regular information feed
ject progress. Rather than mainta
impermeable firewall between pr
staff and costomers, Logosys

encourages relations hetween the t
necessarv: “Our translators are
problems for our customers. so ou
to help them succeed. not to try
ourselves at management level.”
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Where the Buck Stops

A svstem like Logosvs, however. can. only
maintain  quality  standards  vis-d-vis its
end custorners if there is a highly efficient
information svstem monitoring work and
ensuring replicability of procedures. And
since the buck stops with Vergara, he has

If a translator delivers
work late twice in a
row, the system can
automatically reduce
the volume assigned

the next time.

to have a panoptic view of the state of
plav: at the click of an icon, he can access
a complete picture of all work in progress
as well as a database of Logos translators
worliwide (all of them freelancers, even if
a number of them work on site} listing all
jobs done, what volumes, and so on.

This sort of continually updated informa-
tion allows the svstem to automatically
assign new jobs for a given client to the
previously successful translator and pro-
vide translator teams with all the vesources
they need for a new project. Since the
systetn can fell Vergara at a glance when a
tranzlator delivers work late twice in a row,
it can automaticallv reduce the work
volume assigned to them next time, for
example. Once a project is completed,
inveicing for customers and translators
alike can be automatically integrated into
the global bookkeeping svstem and pay-
ments delivered to subcontractors at ihe
end of the month.

But Logosvs would hardly differ from
most other translation production-manage-
ment systems (off-the-shelf generic pack-
ages, proprietary operational, or still in the
planning stage) if it did not also include a
richer provision of information to its net-
worked uvsers. This 1s its real role as an
intranet, The idea is not simplv to ensure
management control over operations from
the center (the “big brother”™ function},
but also to integrate the translation
product itself back into the loop, allowing
the whole of the company’s translation
comrunity to leverage the results of each
job completed.
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Translation Megamemory

So Vergara has made sure that Logosvs
plugs directly into the Logos Fordthéque
document base and channels the bHrin's
total output in a rapidly growing collection
of bi- and multilingual corpora covering
the range of material translated. This
megabase can then be mined for resources,
using text tools such as concordances to
generate  project-relevant  data on word
usage {(collocations, frequencies, preferred
customer terms and stvles, ete) that can
help future translators improve their pro-
ductivity, and boost terminology quality.

While the “public” Fordthéque is available
via the Logas Web site as a dynamic mul-
tilingual and multisubject document base,
this special corporate resource within
Wordthéque is  password-protected. It is
accessible not enky by all “aceredited”
translators working on projects, bt also
Ir certain customers who benefit from the
automatic  terminology  management
assured through Logosvs™s archiving capa-
bilities, and who in some cases use it as a
language resource for their own technical
authors.

Now that Logosvs is up, running. and
astensibly proving its worth as a manage-
ment tool, Vergara plans to leverage some
of its capabilities outwards from Logos
across a global spread of translation com-
panies. Just as he turned his in-house die-
tionary collection into a universal Web
resource, so he intends to transformi his
investment in Logosys into a resource for
translation management. Not as a software
product, but as an ongoing service
emerging naturally from his own business.

Localization Branding

Unlike 1D-driven global networks, Vergara
does not want to grow his firm by
acquiring other translation companies.
“We know we cannot preserve our corpo-
rate trapslator culture and at the same
time compete as a global localization
brand. What we can offer potential part-
ners in the business, however, is a virtual
work environment for anvone who wishes
to share our contracts, our translator con-
tacts, and our resources.”

In other words, Vergara is alming to
develop a Web-driven assoeiation of trans-
lation companies who not only work in
partnership with Logos (already a wide-
spread practice in the localization business
today). but who also purchase the right to
use Logosvs, earn access rights to the cor-
porate intranet, and thereby become pre-
ferred Logos suppliers,

(1998)

Thiz mav call to mind the sort of fran-
chise svetem that emerging localization
firms set up in the 1980: to build rapid
networks—Dbut with an important differ-
ence: rather than renting a brand name
and devising a workflow from the fran-
chisor. in the Logos system one can buy
imo virtual project management, access
translation-memory  and  terminology
resources. and source quality translators
directly through the Web without comiplex
contractual  negotiations.  Logos i
attempting to brand itself at a level it can
conirol—virtually,

For Vergara, such a system looks like a
win-win sitvation. But Logos might win
just a bit more than its partners: it will
presumably gain the production output
and plow it back inte its vast translation
memory. This could hecome a significant
asset over time,

The Price Tag

True te his TU vision of how to run a
translation business, Vergara seems to he
using his intranet as a cembination mar-
keting tool, virtual management system.
and resource builder rolled into one, This
sort of technology leverage comes at a

Logos’s “partners” are
helping feed a massive
centralized terminology
database—a substantial

asset of the company.

price, which he puts at around 10 percent
of annual revenues—around USE] million
a vear in costs for infrastructure and
resource management for the Web dictio-
nary complex and intranet.

But according to the Logos strategy, this
eventually translates into pure gain. How
else, Vergara appears to be arguing, can a
self-grown language-services  company
attain global status without waltzing to the
tune of mergers and aequisitions? How
else can a “little translation company from
Ttalv™ as he puts ii—although $1 million
in sales is hardly modest in this frag-
mented market—have the ambition to
become “an actor on the world language
industry stage™?
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