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Case studying

L

Learning often goes something like this: you “know” things
in general theory, and only pay attention and apply them to
your life after trial and error.
For the shrewd and savvy there is another option: you can
learn in sharp secondhand detail and decide to forgo a painful
learn-as-you-go process. It’s sort of like knowing vaguely that
childbirth is painful, versus experiencing the pain yourself,
versus hearing about the process from your now-bedridden
sister. After hearing a particularly intense anecdote, you really
start wondering how you can obtain the dividends without
the excruciating other stuff, maybe for the first time.
Childbirth and running a company both present unforeseen
challenges and unexpected twists, but case studies of success
in either case are heartening and enlightening. Heartening,
because it’s possible and fear is the worst enemy of any
endeavor; enlightening, because it’s more likely to be possible
if you follow certain procedures.
With that in mind, welcome to MultiLingual’s first-ever
case studies issue. Although these true tales are a touch less
melodramatic than your average birth recounting, they’ll offer
some handy evidence for doing things the right way nonetheless.

There’s Eduardo Chacón’s review of PROMT Version 9 to
start things off. Tom Edwards’ column on US sensitivities is
informative as always, as is John Freivalds’ on code-sharing
languages and Adam Asnes’ on simship. The case studies
themselves cover topics such as optimization of software
localization — from Frank Lin and Boris Gurevich — and hiring
practices in the language industry, from Denise Spacinsky.
Additionally, David Filip presents an article on leveraging
translation memories with metadata, and Scott Bass offers some
advice on XML authoring. Mohamed Attia, Bente Maegaard,
Khalid Choukri and Olivier Hamon detail how to create a
collaborative framework for building language technology,
aimed in this case towards Arabic. This particular framework is
different, by the way, than the recently-covered Meedan, which
is a general forum used for sharing news.
A few companies have their own case studies in a new white
paper section, as well. Then John Yunker reports on the current
best global websites, and Claire Ulrich covers some recent
technological developments in minority African languages.
Daniel B. Harcz presents a mini-case study on translation agency
specialization in the Takeaway to finish everything up. And there
you have our little first-born case studies issue. :
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Case Studies

Recruitment in the
language industry
Denise Spacinsky

S

what many estimate in advance. To that end, it is always best to
So often we hear harried hiring managers at
the other end of the line talking about need- be organized and stay focused. Otherwise, the process can reel
out of control or, worse, drag on into infinity.
ing to hire their new person “yesterday.” When
One client illustrated a terrific approach in staying on top
a company’s management knows they need of her hiring priorities. She was a busy small business owner
with a need for an operations manager to run her translation
new people, they mull it over for a while and
will delay hiring for as long as possible for one team. Before contacting us, she got her ducks in a row. She officially set aside three weeks to make hiring
reason: cost. There is a percepher first, absolutely first, priority. She was
tion that it costs a lot of money “If we weren’t still hiring
responsive with e-mails and gave timely,
clear feedback on candidate profiles. When
to bring on a new person. And,
she liked someone, she would make herself
great
people
and
pushsure, there are costs involved,
available for interviewing the same day or
ing ahead at full speed,
but we challenge organizations
the next. Everything ran like clockwork,
and she found a strong slate of candidates
to think of the money that is lost it would be easy to fall
to choose from in record time. Hiring norwhen they do not hire, or worse,
behind and become a
mally takes three months on average, but
delay and delay when they have
this client got it down to one-third of that
mediocre company.”
a specific and pressing need.
time. She took the process seriously, and it

The cost of recruitment delay entails
innate and passive cost, be it lost business or
stressed existing staff or reduced production capacity, when a
staffing need is not fulfilled. As every company is unique, every
hiring scenario is unique. Having worked with a wide range
of clients, we have seen some behavior that illustrates expediency in staffing and other times, the opposite. These different
scenarios in the form of stories or mini case studies show some
common behavior around timeliness in staffing.

Timing is everything
The hiring process is complex. Time spent identifying, meeting with, assessing and qualifying good candidates can exceed

Denise Spacinsky is Partner & Director
Americas for Larsen Globalization, a
language industry recruitment company.
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— Bill Gates

showed. Because she was so quick about
everything, it made it easier for us to support her as a recruitment agency.
We were confident that the candidates would be seen, seriously considered and interviewed quickly if they passed the client’s screening. We could speak confidently about the efficiency
of the company and how strategic the position was for them.
It made candidates eager to be considered for this company. It
might not seem obvious, but the recruitment process goes two
ways. Clients must like the candidates, but the candidates have
to be enthusiastic about the company as well. In this case, our
client and candidates were all happy to meet one another, and
a match was made rather smoothly.
On the other hand, another client had a more relaxed
approach to hiring. This individual was a new manager and not
very experienced in interviewing or decision-making around
staffing. He had recently been brought on as a sales manager
for a small company that had ambitions to expand. He reviewed
profile after profile and offered little if any consistent feedback.
Sometimes it would take three and four follow-up calls and
e-mails to check on the status of a candidate presentation. The
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process dragged on and on and quickly
lost momentum. More than once we
explained that it was in everyone’s best
interest to keep things clipping along.
Talented sales professionals are like
angel dust: When they appear in the
market looking for a new job, it is like
a miracle. Sales compensation structures
are often dependent on commissions and
won business, and those commissions
become recurring over time. So, successful and talented salespeople don’t make
changes easily. When we see them in the
market, we want to act fast.
Further, what made us nervous was
that we knew that the expansion of the
sales team was strategic to the company’s
success. For every day it delayed hiring
its first person, we calculated that the
company lost over $4,000 (remember,
that’s per day), as each sales person was
to have an annual quota of $1 million.
In the end, it took the company seven
months to hire the first person and cost
$840,000 in lost business. So, set boundaries on timing and be organized. It will
keep the decision making focused and
people motivated; then hiring will happen fast.

Assessing candidate profiles
We’ve all heard of Cinderella, and
staffing can be a little like that. Finding a
new team member is like dating with the
objective to fall in love and live happily
every after. To a degree, we agree. There
is a commitment in bringing on new
people and having them work at your
side for the foreseeable future. Keeping
that in mind might make the process of
hiring a little complicated and tentative.
We can illustrate how some of our clients
have handled it.
One client took a positive approach to
the candidate profile. The company was
looking for a senior localization project
manager to join its team. The qualifications for the position were straightforward. This is one position that only varies
based on seniority and level of production
and types of work the person can handle.
The tasks tend to be the same across the
board. Those in charge of hiring went
further to offer a level of flexibility. They
certainly wanted someone with the right
skills, but were open to meeting talented
people overall. They looked for people
with proactive personalities, willingness
to grow and contribute above and beyond.
They offered flexibility in the working
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situation — some work from home and
some flex time — so that the person
could work anywhere, anytime. And they
opened the position up for people looking to be project managers — people who
may have wanted to make a move from
another adjacent position such as translation lead, solutions architect or similar.
It was a great approach because the client
kept an open mind about the right person
and the right fit and also weighed heavily the “click” or chemistry that would
be detectable by looking at a person in a
holistic fashion.
By contrast, we had another client
looking for a highly specific profile in a
medical industry sales professional. Management wanted this person in a specific
city, with a specific number of years
experience selling language services to
that vertical. The person hired had to
have sold to a precise list of companies,
hit a certain quota level and have ambitions to work for the company. Now, most
of this is OK by us. We know that many

companies need to focus their efforts to
hire people in certain geographic areas
with a particular level of experience and
success. The difference was that this client put an exceptionally narrow set of
criteria on the desired profile and would
not deviate, either up or down. Management wouldn’t look at someone more
junior or more senior than what they had
defined. They wouldn’t look at someone
who didn’t have the full list of client
companies in the sales portfolio. Further, the candidate profile review process
was much more about them identifying
what didn’t match the original profile
than what did. When a candidate didn’t
meet 100%, the client passed on taking a
screening interview. It was an interesting
experience but eventually unsuccessful.
We watched the client pass on candidate
after candidate with terrific experience
and potential. In the end, we halted our
efforts to fill the position and wished the
client well. That was over three years ago,
and we understand that the company is
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Case Studies
still looking for this exact person today.
So, consider some flexibility on profiles.
It will ensure that you cast your net wide
to find a good fit for your position.

Engagement
To complement our discussion on timeliness, there is something to say about
the level of engagement by the hiring
manager that can make all the difference
in a successful hire. One client illustrated
his engagement in an interesting way
through a series of early stage conversations. He wanted to take his company to
the next level and felt that he wanted to
add a more formal sales officer/manager
and a lead production specialist to increase
his company’s capabilities. We talked on a
strategic level for a while and tossed around
different solutions for the company both
in the short and longer term. Eventually,
we came up with a tiered hiring approach.
The client decided to begin with a jack of
all trades: a manager experienced in sales
and production to set up high-level strategic plans for the growth of the company.
In this way, an expansion plan would be
developed, and the company could hire a
second round of people when it was ready.
This was in lieu of trying to hire a number
of people at once and allowed the company to plan carefully.
Because of the complexity of the profile, the CEO of the company and his lead
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In your opinion when will the resurgence of hiring
become widespread in our industry in 2010?
Consumer Goods
5%
by Q1 2010

Manufacturing
33%
not this year

Software
34%
by this summer

Pharma/Life Sciences
28%
by Q4 2010

Responses to a first quarter 2010 questionnaire administered by Larsen Globalization.

officers were totally engaged. It was a
strategic role, so we did rounds and rounds
of interviews, presentations, proposals and
personality profiles. The clients were quick
to offer feedback and kept an open dialog
between us and the candidates. Within
very little time they had found exactly the
person they were looking for and eventually went on to hire their team.

Conversely, another set of clients came
to us with all guns blazing. They assured
us that they were looking for people with
urgency and would hire right away. That
was exciting for us, as motivated clients
are fun to work with, and we got busy
quickly. Within the first week when we
sent introductions to top candidates, the
client disappeared. First, we didn’t hear
back when we couldn’t reach them on
the phone or via e-mail. As it turns out,
there were international trips and client
visits, and no one from the office would
get back to us for weeks at a time. So
what happened? They lost the first tier of
candidates we assembled to other clients
— and the second tier as well. When we
realized that the client was not engaged
in the process, we looked to find another
team member to lead the recruitment
efforts. But precious time was lost, and
the process went on much longer than
anyone had planned. Being available and
engaged in the interview and selection
process makes all the difference in finding
talent successfully.
All in all, there are many aspects to
making the staffing process efficient and
effective. As a partner in that process,
our objective is to offer tips and advice
to make it work as smoothly as possible.
Some parting words that our clients can
live by is offered by businessman Lee
Iacocca: “I hire people brighter than me,
and then I get out of their way.” M
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