Localization Guidelines 

What: This document is a guideline to help project managers and project teams adapt a product built for release within the U.S. or North America to other international marketplaces.

This guideline is meant as introductory information that will get you started and inform planning of the localization effort.  The process of localization can be very taxing and frustrating if you haven't done it before.  It's particularly a challenge if no one at your company has done it before.  There are many related items that to be addressed in the areas of internationalization, certification, beta testing, customs, etc.

Why:  Localization involves a number of activities that can be implemented much more efficiently if they are planned for in the project schedule as well as the product design.  Localization presents the somewhat open-ended issue as to "how much?" is good enough.  If this is your first time shipping a product outside the U.S./Canadian markets, this guide can help you get a handle on what Localization requires from the project team and ways to plan for these activities.
How:  

· Review the guideline to understand the tasks and issues typically involved.

· Consider how your organization’s product development life cycle would have to be modified to support the activities required for Localization.

· Consider the skill sets and training needed for current team members to be able to perform tasks involved in the Localization process.

· You can also use this guide for an introductory education to the tasks and issues of localization when you search for an outside vendor or project consultant to help guide you through the first non-US market release.

The remainder of this file covers the following topics:

Localization Defined

What Gets Localized?

Internationalization Defined

Localization Project Approaches:  Concurrent, Overlapping (Offset), or Serialized

Choosing the Appropriate Localization Process

Complete vs. Partial Localization 

Localization Project Manager’s Role

Core Team Composition

Localization Kits

Conclusions
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Localization Guidelines

Introduction

The perspective of this template assumes the reader is a North American project manager.  As a consequence, Localization terms, activities, etc. are based on the project manager's company Product Development Life Cycle and that English is the de facto language of implementation

The phrase "non-US" is used to describe any effort requiring localization.  It references languages and cultures other than the United States and Canada.  This does not exclude Canada or diverse areas of the U.S. from certain markets needing "localization."  The "non-US" phrase is just a generality used in this document to refer to the most likely case of moving a US-based product to other markets such as Europe, South America or Asia.

Localization (L10N) Defined

Localization is the process of adapting a product for a specific language, cultural context and set of business practices.  Many times, the process includes an amalgamation of these for a larger geographic or cultural area, such as Latin America (LAT), Northern Europe (NE) or Asia Pacific Rim (APR).

Localization is sometimes referred to as L10N (L 10 N) for short.  The "10" is for the ten letters between the "L" and the "N."

What gets localized?

· Typical localization efforts involve product packaging, printed collateral, the graphical user interface (GUI) and online documentation systems.  It is always up to the product manager and company to determine not only what parts of a product gets localized, but also the target markets (mostly language choices) the product gets localized for.

· If the licensing and warranty for the product is not simply using a company "standard" for all markets, then these documents need to be localized too.

· On-line help that gets localized might be the help files accessible through the system help and the local error and help messages available to the user through the product help button.

· All HTML, user guides, and service manuals can be localized as well.

True Localization includes more than translating documentation.  Each localization effort may include the following too:

· Integration into country or language specific Operating System: A good example here is the double byte character languages of Chinese and Japanese.  This includes testing of the product on these non-US Operating Systems.

· Graphics:  Some graphics are cultural-specific icons and not universally applicable.   If the graphic is, or contains, alphabetical text, it may have to be changed.  Screen shots from the product GUI may require localization, particularly if the titles, menus, etc. have been localized into another language.

· Colors: Some colors, in some cultures, mean different things.  If not adapted for the market, these may have adverse effects or consequences on acceptance of your product into those markets.

· Technical Support numbers:  These could be telephone numbers or support web sites URLs.  Over a period of time, companies that service multiple markets make these consistent contact points.

· Fonts used:  The biggest issue here is language fonts.  Western languages have umlauts and other characters similar to but different from English.  The character-based languages of Asia (Japanese, Chinese and Korean) are the most obvious difference.

· Warranty statements: In some countries, there are legal precedents for product warranty that may be different than what is required or encountered in the U.S.  As your company evolves to commonly shipping products to non-US markets, the warranty statement can be made more consistent from product to product, lessening the number of iterations and differences in localized warranty documents.

Localization efforts are made simpler and easier when the product has been internationalized properly.

Internationalization (I18) Defined

Internationalization of a product is the process of removing cultural assumptions from projects.  For instance, it's an interesting cultural assumption that U.S. products "assume" that customers speak English.  For example, software program code that is internationalized by design does not embed components of the user interface within the source code.  All user interface components are extracted into resource files.   These resource files are then translated without any risk of contaminating or corrupting the operational program code.

Another assumption commonly made is that one byte of data equals one character of text.  Many programmers are slowly ridding themselves of this assumption as they produce more and more web products, and languages such as Java are innately internationalized in their packages and methods.  Internationalized program code does not assume a byte and character are synonymous.

Internationalization is sometimes referred to as I18N (I 18 N) for short.  The "18" is for the eighteen letters between the "I" and the "N."

Continued on next page

L10L Project Approaches:  Concurrent, Overlapping (Offset), or Serialized

Project managers should be familiar with the concept of doing projects concurrently, with a second project’s start offset from the first project’s start date, as opposed to projects implemented serially.

Project timeline with Localization performed concurrently with the main project:  All Localization tasks are done simultaneously, with the main project tasks and deliverables, milestones, etc. scheduled into the main project.
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Project with Localization work offset from the main project:    The main baseline project shares the Concept phase with the localization projects.  Deliverables from the main project’s Execution and Approval phases are used in the L10N Execution phase.  Each country is given (potentially) a separate Approval and Delivery phase.
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A development project with its Localization projects serialized with the main project would look something like this:
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Choosing the Appropriate L10N Process

For discussion’s sake, let’s consider new products as falling into one of at least 2 types: 

1) the brand new, innovative, breakthrough, version one, model 1000, etc. and 

2) the follow-on, version 2, derivative, etc.

It is very difficult to do Concurrent L10N with breakthrough products.  The materials needed for the L10N effort are deliverables from the main project’s Initiation and Execution phase, and are dependencies to the L10N Execution phase.  Derivative product projects are less risky for concurrent implementation, since a derivative product will have a "parent" product from which many things are inherited in their completed state, and these can be used to jump start the L10N needs for materials.

The Offset L10N process is very common.  It's easier to schedule, since many of the L10N projects have relatively predictable life cycles.  Experience says it has some difficulties in implementation, since project resources that have just completed the main stream product deliverables that are used in the L10N projects are now busy in the bug fixing and testing phases of the main stream project.  This makes it difficult to completely support the L10N projects.  The Offset Process can be used with both derivative and breakthrough products at relatively low risk.

The Serial L10N Releases are the least risky, but also cause the greatest delay to market.  The L10N projects are started after the mainstream product is completed or almost completed.  Resources are more readily available, documentation and the product have been through multiple rounds of testing and been updated, and the angst of getting a new product to First Customer Ship has happened and the team can refocus on the L10N efforts.

Since an L10N effort usually includes multiple, diverse languages, it is usually safe to mix some of the L10N projects into the mainstream projects using an Offset approach and use these as a learning curve, and complete the less critical languages or most difficult Localization projects with a Serial L10N Release.  For example, German, Spanish, French and Hindi might be critical markets, with Serbo-Croatian being less important and doable as a Serial L10N Release.

Complete vs. Partial Localization

A Localization project is really a set of smaller projects unless the product created by the mainstream project is only being localized into one more language.

Producing a set of L10N projects lends itself to a high degree of tradeoff decisions on standard project management issues such as cost, difficulty to complete and ROI.  Add into this decision- making mix the fact that L10N efforts do NOT have to translate everything for all languages.  It is not uncommon to ship a product as-is with English printed and online documentation, and only the packaging has been localized.  One step up from that would be to add a localized Quick Start guide, but nothing else.  Different market volumes and associated costs to localize may mean a mix of complete localization projects for only a subset of the target languages,  some languages getting a Quick Start guide and packaging, and others getting only the packaging localized.  Return on investment is extremely important in assessing how much effort (and cost) to put into each language.

Localization Project Manager's Role

It is common to use outside Localization contract companies to do the majority of work.  Few companies have all the test equipment, language skills, cultural background and other resources to dedicate to localization efforts. 

Someone on the team must manage the interface with the outside vendor.  The team member performing the role of Localization Project Manager (LPM) will perform the following functions:

· Investigate and qualify appropriate vendors for the L10N project work.

· Create a statement of work for the vendors.

· Provide the project team with advice on special needs for specific countries.

· Work with Marketing and other team members to create a schedule of all localization activities (the L10N effort IS a project or set of projects).

· Review packaging copy and layout, other printed collateral, online documentation and software GUI for localization issues.  If the LPM is not that familiar with these issues, a consultant or outside vendor can be used to complement the LPM.

· Make recommendations to the team on the level of localization needed and the work effort required.  Analyze the needs of the target market and target audience.

· Work with the Program Manager and Marketing on budget, delivery requirements, resources shared with the main stream project.  Interface with the main stream project team on schedule and milestones to ensure the L10N projects are kept visible and their requirements are being met by the main stream project.

A big caveat of "complete localization" of a product becomes apparent when that first revision goes to 1.01, then 1.1, 1.2, 1.2.1, etc. etc.  Each time the product revision rolls, the team has to evaluate the changes to determine if any changes were significant enough to affect the localized versions.  If the changes were significant enough, the cost of an additional localization must be considered for each language.  The more in-depth the localization done for a given language, the higher the maintenance costs are to keep the L10N versions consistent with the current mainstream project versions.

The L10N Statement of Work and bid for contract is done early in the phases of the mainstream product development project.  The actual execution phases can be done concurrently (although that is more risky), as offset projects, serial projects, or a combination of all the above.  The decision on what meets the business needs is very directly related to the sustaining effort and maintenance of the L10N projects chosen.

Core Team Composition

The team member roles for a Localization project are:

· Program Manager - Someone responsible for the mainstream product and the L10N projects derived from it

· Localization Project Manager - Person responsible for managing the individual L10N projects

· Software Development - One or more persons on the project team responsible for coordinating the software efforts and creating a "kit" for the L10N vendor.  This kit is usually a CD with program source code and documentation requiring translation, binary code packages for linking (that don't need translating), a build environment, build instructions and scripts to automatically build the product in the new language with the translated materials.

· Product Manager - Works with other areas of Marketing and Sales to determine needs of localization to each desired market.  Creates matrix of countries and languages to cross reference priority of L10N effort, regulatory expectations and deliverables and any customs issues.  Some of the entries in this matrix may be regional SKUs supporting multiple countries or multiple languages.  Works with Finance for ROI on each L10N project.  Works with L10N LPM to get quotes, etc. for L10N efforts.

· Customer Service Representative - Sets up support service in new locations, if necessary.  Works with L10N country customer support members to do technology handoff.  Represents needs of non-US customer support centers to main stream project team and L10N project teams to make sure training materials and early products are delivered.  Possibly acts as agent for inbound feedback from non-US customer service members acting as L10N testers.

· Technical Publication Specialist (writer) - Provide timely documentation, electronic and print, to L10N project teams.  Modifies documentation, when required, to increase ease of localization (i.e. gets feedback from the localization vendor and team to improve the format of the documentation to make it easier to localize).  Assists LPM on materials inbound from localization vendor and checking translated materials into document control.

· Quality Assurance - Can be chartered to review program code and documentation for Internationalization early in Execution phase and continuing through later phases.  Assists LPM working with localization vendor if the testing of the L10N projects on non-US operating systems is done by a specialized vendor (it's possible no one in your company reads some of the languages you are localizing into).

· Software Release or Software Librarian - Works with LPM on inbound, translated software code base to check it into source control system and verify it can be built.  May work directly with localization vendor if non-US operating systems are involved and not owned by your company.

Localization Kits

A localization kit is created for each of the components of localized product. The composition of each kit is project-specific and may be even more specific if all the L10N projects are different levels of localization. The kits usually needed are described below, with examples of what might be in each one are:

· Software kit - resource files, help files, build system

· Packaging kit - box text, messaging statements on box, any drop-in addendum, licensing document, warranty document, customer service document (your company may have some of these responsibilities in the Tech Pubs department)

· Documentation kit - on line help, printed help, user guide, quick start guide, etc.

These lists are not all-inclusive.  They just serve as examples of what is likely to be necessary.  Again, there may be different kits created for different L10N efforts.  For example, one L10N project may translate all the documentation, and the next one translate the packaging but none of the documentation.

Conclusions

If you are a neophyte to Localization, avoid underestimating the cost and extra effort required to properly support an L10N project.

The Localization vendor will help you, but will not do all the work.  You must support them, and manage them, as you would any other outside contractor.

Localization can be very expensive.  Serious consideration should be given in the product definition and early phases as to which languages to localize into and what level of localization should be done for each.  Forecasting can be difficult, but it's really important to get a decent ROI before you decide to localize.

There are some unusual U.S. Customs, Foreign Customs and Trade requirements when dealing with certain non-US countries.  Do not underestimate the possible problems in these areas.  For example, it is against the law to ship certain things to certain countries, even if you did spend the money and effort to have your product materials translated into the local language.

When deciding what languages to localize, remember that every maintenance release of the main product may cause a ripple into re-localizing at least some of the translated package.  This would be followed by possibly re-testing, re-packaging and re-shipping every L10N project affected.  This can be very, very expensive and the ROI of the localized product's market has to be a driving factor.

