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amuel Butler once said, “Though analogy is often

misleading, it is the least misleading thing we have.”
So it is not entirely without merit to speculate on some
similarities between things that are otherwise dissimilar
as we consider the localization industry and the business
strategy that Logrus International pursues.

Although translation is one of the oldest trades, local-
ization only recently emerged as a business opportunity,
due to globalization and the Internet. The isolating “feu-
dal” business system of the recent past, with its moats
and walls, has been destroyed by globalization.

The road to both clients and competitors is now very
short, and everyone is
on this road. Everyone
now has the oppor-
tunity to take on a
job. Imagine several
caravans of very large
trucks on this road.

They carry extra
heavy loads across
vast distances. There
are  many smaller

trucks as well, with a
regional reach. Even
greater is the number
of small, local cars
with sizeable projects
in their trunks. And, of
course, there are lots
and lots of bicycles.

The traffic is so
heavy on this road,
and competition for
project loads is so fierce
that 43.8% of the suppliers on this road perceive compe-
tition as the most limiting factor for business.' The most
recent business confidence survey shows that freight
turnover is healthy and still increasing; but there are
more vehicles on the road than needed. Careless driv-

highway
of service
providers

ing is typical; smaller vehicles often get pushed off the
road.

Sound familiar?

When | was gathering feedback on my plan for moderat-
ing an Operations Roundtable for an industry conference
last November, one of the most comprehensive comments
| heard on the challenges that our industry is facing was
this:

“A combination of
factors including tech-
nology, better edu-
cated buyers, a large
diversified vendor
base, varying qual-
ity metrics, and low
barriers to entry all
conspire to put tre-
mendous price pres-
sure on localization.”
(Michael Rosenblatt,
Lionbridge).

When you look
closer at the root of
the issue affecting
our industry, it is the
mind- blowing speed
of change. Deep down
inside, we hope the
following mantra, “In
our industry the only

constant is change,”
will end one day. But the truth is that clients will con-
tinue to press for lower prices and continue to withdraw
from cozy relationships; innovation will continue to offer
new technologies; competition will continue to increase;
new challenges are going to emerge as soon as you handle
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existing ones (or even sooner). Not
only is the global information ser-
vice market volatile, vulnerable,
risky, unstable, stealthy, and full
of surprises, peaks, valleys, and
u-turns—the list of challenges will
continue to update itself. It is not
pragmatic to try to ease the pres-
sure of change. What is practical is
developing a strategy and a tactical
approach to winning under the pres-
sure.

“May you live in interesting
times.” (Source unknown)

Such conditions are nothing new
to Logrus. Logrus was founded
eleven years ago among the ruins of
the Soviet empire as it was trying to
reform. Logrus was founded to serve
the emerging localization industry
and to assist the rapid globalization
that was taking place. There have
been few times more interesting
and changing, both at home and
abroad. Thus, it is only natural for
the vehicle that Logrus puts on that
busy road to have quite a number of
factory-installed change-handling
features.

First, our automobile has a great
deal of versatility. We see it less as a
car and more as a transformer vehi-
cle—enabling us to take an off-road
shortcut via uncharted territory to
get from the multilingual translation
highway to the software develop-
ment highway, and then back to the
authoring and content management
highway. In fact, we are already
traveling all of these roads, as well
as some industry-specific routes,
such as localization for games and
software development for the .NET
platform.

However, Logrus is not a jack-
of-all-trades. Our business focuses
clearly on offering innovative and
complete solutions to enterprises
for multilingual content, software,
engineering, and testing. “Innova-
tive” connotes the ability to handle
an open list of challenges, from
engineering or other technical chal-
lenges to time- and cost-savings re-
quirements. Innovative also means
handling very large multilingual

projects better and at lower cost
than they are currently expected to
be done.

Growth itself is not our main goal.
On the contrary, we want our vehicle
to be mid-size, because we cater not
only to end clients, but also to the
large caravans of trucks and their
shipping companies. We are trying
to be the “best choice” for custom-
ers by focusing on keeping and hir-
ing the best people, by creating and
deploying technology and processes,
by nurturing and maintaining prob-
lem-solving and solution-designing
capabilities, by focusing on consis-
tent translation quality control, and
by constant improvements in our
production process. We serve com-
panies large and small, clients and
competitors alike. In the process,
we have separate departments for
large, small, and multilingual trans-
lation projects—all of them with
different processes, supplier bases,
and rate sets.

To stand out in a crowd, you need
to do something better than the
people in the lanes around you. This
is why we have always nurtured
the idea of attaining the highest
qualified talent. This approach has
proven to be a great benefit for our
clients. Our software translators and
engineers have the highest educa-
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tional degrees in physics and other
exact sciences. They have proven to
be great problem solvers.

Our corporate structure is a ma-
trix, not a firmly cast hierarchy. We
form dynamic project groups based
on resource and skills requirements
for each project. This matrix struc-
ture requires a resourceful staff
with multifaceted skill sets, and it
results in better resource utiliza-
tion. These groups are disbanded
when the project is complete, but
the expertise remains with the team
as a whole.

Our strategy at Logrus is to not
fight the traffic, but ride it. We
watch for new opportunities as they
develop throughout the industry,
and offer new services that meet
the demand. With this strategy, we
have been able to equip our vehicle
with all sorts of features. In the
trunk, we carry our own multipur-
pose toolset. Our crew has a skill
set to repair and handle just about
any vehicle you may encounter on
the road. As globalization evolves
and other nations become sizeable
markets, these new opportunities
are too small for big vendors, but we
are mobile and innovative enough to
be on the forefront and provide new
services in multiple languages. Most
importantly, our costs are economi-




cal enough for both clients and ven-
dors to buy from us.

In the beginning, we were one of a
few translation teams in Russia with
computers. Due to our able transla-
tors, the fields of ERP, mechanical
engineering, life sciences, process
and management, legal, and oil and
gas became our areas of translation
expertise. We then added software
engineering and testing. Then we
added other languages of the world
in all these activities, from transla-
tion and testing to multilingual DTP.
We then added multimedia and soft-
ware development, and then XML
and authoring, web site localization,
and .NET software and web applica-
tion development.

Being proactive and perceptive
when it comes to problem solving
is the basis of our corporate culture.
Our testers, translators, engineers,
and managers have the explicit
instruction to always ask senior

colleagues for resolution before
contacting the client for help. More
than that, when they do contact
the client regarding an issue, they
always offer solutions, rather than
just ringing a bell. When it comes
to technical assistance from the
client, it usually is the other way
around with us: we usually provide
knowledge support to our clients on
project setup, building, testing, and
engineering.

Is this kind of service expensive?
No more than any other company
in the BRIC (Brazil, Russia, India
and China) zone. BRIC outsourcing
is a fashionable trend today, es-
pecially outsourcing to China and
India, because they are perceived
to be cheap. But it’s a mispercep-
tion. With Logrus—a localization
company founded and staffed by
former nuclear power scientists and
laser physicists—the hourly rate is
the same as in China and lower than
in India. When you consider the
extra time and costs of managing
less qualified providers, you real-
ize the true value of a company like
Logrus.

MAKING THE MOST OF COMPETITION
Competitors will never cease to
exist. The best you can do is to find
new opportunities with them; try to
turn competitors into partners, cli-
ents, or vendors. When some of our
larger clients started to consolidate
their supplier bases, we went to
other single-language vendors with
a proposal to band together and
form an alliance, the Logrus Local-
ization Alliance (LLA). This enabled
us to offer the same factory-direct
process to our clients while provid-
ing a single point of contact. Logrus
has a reputation as a company that
delivers, and our clients were pur-
chasing because of this. As we have
started to place jobs with LLA mem-
ber companies, we are happy to see
this continue. Out of this alliance,
we have started to receive Rus-
sian-language translation projects
from our partners (previous com-
petitors), and they have become our
clients, too. LLA continues to gain
momentum with the brands of the
LLA members helping each other to
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get better recognition among their
current and potential clients.

The LLA is not just an agreement
between several vendors; it is a new
business model. Do you need to ship
a very large project load down that
busy road, but want to talk to just
one man? Okay. Here are profession-
als to move the project load. We will
summon them ourselves, and they
will cost you just about the same
as if you were dealing with them
directly. It’s as simple as that.

Does this model compete with
the caravan of trucks? Not at all: if
clients want to reduce costs, they
will turn to some other smaller scale
solution, anyway. Additionally, these
are not typically the clients of the
large vendors. Logrus does not see
itself as competing with these large
vendors. We do not have a sales
force as such; we do not charge this
premium and do not waste time and
money on building it. We are happy
positioning ourselves as a produc-
tion site for both client organiza-
tions and large MLVs.

CLOSING

Throughout this analogy with the
road, did you wonder why we did
not mention technology as the pri-
mary challenge of our trade? That’s
because at Logrus we don’t see
technology as a challenge. Technol-
ogy is, of course, a very important
driving force in respect to change,
but it is only a stumbling block only
for those lagging behind. We regard
technology as a blessing: improving
productivity, offering competitive
advantage, and becoming a secret
weapon of efficiency.

So what will happen next as new
challenges reveal themselves? And
what will happen if the traffic on
the road becomes even heavier? By
that time, | am sure we will be in an
entirely new evolutionary stage—like
growing wings to fly, for example.

1Common Sense Advisory, Global Business
Confidence Survey: Supplier Q4-04, January
2005





