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Cost assessment for the translation of IOMS data and documents
(submitted by the Chair of WG-ORT, in consultation with the ICCAT Secretariat)


1. Background

At the 2024 Commission meeting, the ICCAT Compliance Committee (COC) and the Online Reporting Technology Working Group (WG-ORT) discussed the need to make certain information managed through the Integrated Online Management System (IOMS) available in the three official languages of ICCAT, in particular sections of the Annual Report. Following the recommendation of the Compliance Committee Chair, the Secretariat confirmed that translation activities were not covered by the current IOMS budget and that any additional costs would have to be considered by STACFAD.

It was also noted that the IOMS currently stores only the information corresponding to Section 3 of the Annual Reports, although future developments could include other sections. Consequently, the WG-ORT presented the “Information Document - Translation of Integrated Online Management System (IOMS) data and documents” (COC_317/2024), recommending that, during the 2025 intersessional period, the Secretariat, in consultation with the IOMS development team and the STACFAD Chair, the Compliance Committee Chair and the WG-ORT, assess the financial and technical implications of the proposed translation. The outcome of this assessment should be presented to STACFAD at the 29th Regular Meeting of the Commission for possible inclusion in the 2026-27 biennial budget.


2. Methodology

At the 2025 Meeting of WG-ORT, the translation specifications required for the Annual Reports managed by IOMS were discussed (details in item 12 of the Report of the Meeting of the Online Reporting Technology Working Group (WG-ORT)). During the 2025 intersessional period, a preliminary assessment was made of the technical and financial implications of translating data and documents managed through IOMS. The analysis was carried out in coordination with the IOMS development team and the WG-ORT. The assessment included:

· The identification of IOMS components containing translatable content, particularly those related to Annual Reports (Section 3) and system interface elements.

· Estimating the current and potential volume of text to be translated as the IOMS expands to other modules.

· The evaluation of different translation options, including external professional services and machine translation tools. 

· A preliminary estimate of the costs and workload associated with each option.

The analysis aimed to provide a realistic basis for determining the resources needed to progressively implement multilingual accessibility within the IOMS.


3. 	Scope of translation

The evaluation focused on the translation of information entered by CPCs through the IOMS, in particular the textual content of Section 3 of the Annual Reports, which is currently the only section stored in the system. Currently, all elements of the system interface (form fields, menus, and labels), as well as the dynamic help system, are already available in the three official languages of ICCAT and are therefore outside the scope of this evaluation.

Table 1 provides an overview of the estimated number of pages and words for Section 3 and the complete set of Annual Reports for the period 2021-2024 and corresponding projections (estimated annual growth of 8 to 10%) for the period 2025-2027.

The figures show that Section 3 represents approximately 160,000 to 270,000 words per year, while the complete translation of all Annual Reports would involve between 700,000 and 1,300,000 words annually. This comparison illustrates the potential increase in translation workload should the IOMS be expanded to include all sections of the Annual Reports.

Table 1. Estimated volume of content in the Annual Reports (Section 3 and complete set, 2021–2027).

	Annual Report
	Year
	Pages
	Words
	Words/page
	Characters (with spaces)
	Calculated / Estimated

	Only 
Section 3
	2021
	688
	168,322
	244.65
	1,072,386
	Calculated

	
	2022
	816
	204,746
	250.91
	1,297,975
	Calculated

	
	2023
	763
	189,379
	248.20
	1,202,725
	Calculated

	
	2024
	910
	222,986
	245.04
	1,417,330
	Calculated

	
	2025
	984
	241,207
	245.13
	1,532,311
	Estimated

	
	2026
	1,058
	259,429
	245.21
	1,647,293
	Estimated

	
	2027
	1,132
	277,650
	245.27
	1,762,274
	Estimated

	Full Annual Report
	2021
	870
	720,000
	827.59
	4,900,000
	Calculated

	
	2022
	1,120
	895,000
	799.11
	5,370,000
	Calculated

	
	2023
	1,085
	870,000
	801.84
	5,200,000
	Calculated

	
	2024
	1,292
	1,010,000
	781.73
	6,060,000
	Calculated

	
	2025
	1,433
	1,106,667
	772.45
	6,446,667
	Estimated

	
	2026
	1,573
	1,203,333
	764.83
	6,833,333
	Estimated

	
	2027
	1,714
	1,300,000
	758.46
	7,220,000
	Estimated


Values for 2021-2024 calculated from existing reports; values for 2025-2027 are estimates based on average growth rates.

Consequently, the scope of translation defined in this analysis refers exclusively to textual data submitted by CPCs through the IOMS Annual Report module (Section 3).

Extending multilingual coverage to additional sections could be considered in future phases of development; however, the inclusion of Sections 1 and 2 would also require development within the current IOMS architecture, which would involve additional development time and prioritisation within the ongoing system roadmap.


4. 	Cost estimation and resource implications

A comparative assessment was carried out to estimate the costs associated with three possible approaches to translating Section 3 of the Annual Reports:

a) fully human translation,
b)	fully automatic translation using an API service 
c)	machine translation with subsequent human revision.

4.1 Cost parameters

The standard rate provided by external services in the past (2023) to the Secretariat for human translation is approximately €0.09/word, applicable to professional language services used for ICCAT documents.

Among the main machine translation providers evaluated, DeepL API Pro was selected as the most suitable option due to its high linguistic quality for the official languages of ICCAT (EN-ES-FR), the availability of integrated glossaries, and its overall balance between cost and functionality.

Table 2. Machine translation service providers and main features (October 2025).

	Provider
	Rate (USD per million characters)
	ICCAT official languages
	Terminology and customisation
	Main advantages
	Potential limitations

	Microsoft Azure Translator
	$10 /M
	✓
	Customised translator, glossaries
	Low cost, high scalability
	Requires configuration in the Azure portal

	Amazon Translate (AWS)
	$15 /M
	✓
	Customised terminology, active customised translation ($60/M)
	High reliability, flexible APIs
	Complex billing

	Google Cloud Translation (Advanced)
	$20 /M
	✓
	Glossaries, AutoML translation 
	Preserves document formatting
	Cost per target language

	DeepL API Pro
	$25/M  (+ base fee)
	✓
	Integrated glossaries
	High linguistic quality (EN-ES-FR)
	Fewer languages, slower speed

	ModernMT
	$8 /M
	✓
	Context-adaptive translation
	Learns from context dynamically
	Less infrastructure, limited support


Note: All services apply the cost per target language. Indicative costs as of October 2025, excluding taxes. Exchange rate used: 1 USD = 0.86 EUR (approx.).

In the case of DeepL API Pro, the resulting unit cost is €21.5 per million characters (USD 25 × 0.86).

For the hybrid option (machine translation with human review), the estimated cost is approximately 35% of the cost of full human translation, reflecting the reduced workload for professional reviewers.

4.2 	Estimated costs per year

Table 3 summarises the estimated text volumes for Section 3 of the Annual Reports (2021-2027), together with the corresponding costs for the three translation approaches considered. 

The cost ranges presented in Table 3 incorporate a margin of ±15% on the base estimates. This margin is applied in order to reflect possible variations in the actual volume of text, fluctuations in the exchange rate (USD/EUR) and differences in the rates applied by external providers or revisers.

This approach provides an indicative operational range of estimates, providing budgetary bodies with a reasonable range for planning purposes, without making firm financial commitments.

Table 3. Estimated translation costs for Section 3 of the Annual Report (2021-2027).

	Year
	Pages
	Words
	Characters
(with spaces)
	Human translation (€)
	DeepL API Pro (€)
	Automatic + review (€)

	2021
	688
	168,322
	1,072,386
	13,000 – 17,500
	20 – 27
	4,500 – 6,100

	2022
	816
	204,746
	1,297,975
	15,600 – 21,200
	24 – 32
	5,500 – 7,400

	2023
	763
	189,379
	1,202,725
	14,500 – 19,600
	22 – 30
	5,000 – 6,900

	2024
	910
	222,986
	1,417,330
	17,000 – 23,100
	26 – 35
	6,000 – 8,100

	2025
	984
	241,207
	1,532,311
	18,400 – 25,000
	28 – 38
	6,500 – 8,800

	2026
	1,058
	259,429
	1,647,293
	19,800 – 26,800
	30 – 41
	7,000 – 9,400

	2027
	1,132
	277,650
	1,762,274
	21,200 – 28,700
	32 – 44
	7,400 – 10,000


Note: Machine translation costs correspond solely to the use of the DeepL Pro API and do not include development or technical integration costs.
4.3 	Operational and implementation considerations

· The translation of Section 3 will only be carried out once each CPC has officially submitted its Annual Report to the Secretariat; draft versions will not be translated.
· Once completed, translations will be stored permanently in the IOMS database, ensuring that each record is available in all three official languages without generating recurring translation costs.
· This design avoids on-demand translation during user access (which would multiply API calls and therefore costs).
· When authorised users export the Annual Reports, the system will be able to generate output files in any of the official ICCAT languages using the translations already stored.
· The implementation of this functionality will require technical development by the IOMS team, including API integration, data structure updates, terminology glossary management, and multilingual export functionalities.
· If the automatic translation option is adopted, the system will need to be adapted to incorporate: API call management, translation storage, quality control, glossary synchronisation, and API usage tracking.
· Time will be required for the initial configuration of the DeepL API Pro environment, establishing terminology glossaries, and performing validation tests before it is released into service.

4.4 	Summary

The financial comparison should be interpreted as an indicative estimate with a margin of ±15%, to reflect possible variations in volumes, exchange rates and integration costs.

In this context:

· Full human translation would cost approximately €13,000 to €29,000 per year for Section 3;
· Machine translation using DeepL API Pro would cost between €20 and €45 per year, limited mainly to the use of the API;
· The hybrid model (machine translation with human revision) would cost between €4,500 and €10,000 per year.

These figures do not include the initial cost of technical integration of the system (API interface, translation storage, glossary configuration and testing), which should be budgeted as an additional one-time investment.


5. 	Implementation considerations

The implementation of translation mechanisms within the IOMS will depend on the option finally approved by the Commission. Each alternative has different technical, financial and management requirements.

5.1 	Possible implementation scenarios

a) Human translation

· No changes to the IOMS architecture are required.
· Texts would be exported in bulk (e.g. annually after reports are submitted) and translated externally by a team of professional translators.
· Advantage: maximum quality and linguistic consistency.
· Disadvantage: high annual cost, limited time frame for translations and dependence on staff availability or external contracts. Furthermore, these translations would not be stored in the system.

b) Automatic translation via API

· This requires the integration of a web-based translation service (DeepL, Azure, etc.) into the IOMS infrastructure.
· Translations would be generated automatically once reports are submitted and validated, and then stored permanently.
· This involves technical development: management of API calls, storage of translated text, quality control mechanisms, and glossary management.
· Advantage: low cost and high scalability.
· Disadvantage: variable quality and need for initial validation of the result.

c) Machine translation with human review

· Combines the efficiency of machine translation with subsequent review by linguistic staff.
· The revisions would be integrated into the IOMS as the final and permanent version.
· This involves both the integration of an API and an additional review and validation workflow.
· Advantage: good cost-quality ratio and long-term sustainability.
· Disadvantage: operational complexity and intermediate cost.

5.2 	Phased approach (applicable to any of the three options)

To ensure progressive and coordinated implementation, a phased approach is proposed, regardless of the option selected.

Table 4. Proposed phases for the implementation of the translation component in the IOMS (2026-2028).

	Phase
	Estimated period
	Main objectives
	Key responsible parties

	Phase 1  
Preparation and design
	1st semester of 2026
	Define the technical and methodological framework.

Identify infrastructure requirements (licences, security, API keys, external contracts, depending on the option).

Develop and validate the trilingual terminology glossary.

Plan the translation and storage workflow.
	Secretariat / IOMS team / translation unit / STACFAD

	Phase 2  
Development and pilot integration
	2nd semester of 2026 – 1st semester of 2027
	Implement the selected mechanism (API, external process, or mixed).

Translate the 2025 reports on a trial basis.

Validate quality control and storage processes.

Evaluate the efficiency and scalability of the system.
	IOMS team / Secretariat / language reviewers

	Phase 3
Operational implementation
	2nd semester of 2027 – 2028
	Apply systematic translation to Sections 3 of the 2026 and subsequent reports.

Consolidate the IOMS multilingual database.

Enable report export in the three official languages.

Establish maintenance and periodic reviews.
	Secretariat / IOMS team / STACFAD


The phases and periods indicated are indicative and may be adjusted depending on the translation option selected (human, automatic or hybrid), as well as the availability of technical and budgetary resources.



5.3 	Coordination and quality control

· The Secretariat shall ensure institutional consistency and compliance with approved glossaries.
· The IOMS team will be responsible for the technical development and management of the translated versions.
· The translation unit will participate in the validation of the results, especially in scenarios a) and c).
· It is recommended that a cross-cutting quality control system be established, applicable to any of the options, including sample review, traceability, and data backup.

5.4 	Risks and mitigation measures

Table 5. Identified risks and mitigation measures for the implementation of the translation component in the IOMS.

	Identified risk
	Affected scenarios
	Mitigation measures

	Delays in integration or technical validation
	b / c
	Milestone planning and regular monitoring.

	Variability in machine translation quality
	b / c
	Implementation of glossaries and human validation.

	Work overload or unforeseen costs
	a / c
	Stagger implementation and prioritise sections.

	Dependence on an external supplier
	b / c
	Renewable contracts and possibility of alternative suppliers.


The scenarios indicated correspond to the translation options evaluated - a) human, b) automatic and c) hybrid - and are included for comparison purposes. The proposed measures are indicative and may be adapted during the detailed planning phase.

5.5 	Conclusion

Each alternative presents a different balance between cost, quality and sustainability:

· Human translation offers the highest accuracy, but at a high operating cost.
· Machine translation is the most economical option, although it requires validation and technical adjustments.
· The hybrid option balances both factors, but at the expense of greater operational complexity.

The decision on the implementation model should be taken by the Commission, on a proposal from STACFAD and in consultation with the Compliance Committee and the WG-ORT, taking into account the budgetary, technical and quality implications described in this section.


6. 	Recommendations

The purpose of this document is to provide a preliminary assessment of the technical, financial and operational aspects related to the possible translation into English, French and Spanish of the information contained in the IOMS, in particular Section 3 of the Annual Reports.

Given that the various options evaluated (human translation, machine translation or machine translation with human revision) involve significant differences in terms of costs, workload and integration requirements, no specific recommendation is made on the option to be adopted. 

However, it is important to note that, although machine translation systems have improved significantly in recent years, their direct application to technical and regulatory content may entail risks in terms of terminological accuracy and institutional consistency, especially in a multilingual environment with established terminology such as ICCAT. Therefore, any use of machine translation should be subject to systematic review by qualified personnel to ensure the quality and reliability of the texts.

Instead, the following actions are proposed for consideration by the competent bodies:
1. That this technical and financial analysis be taken into account as a basis for STACFAD's review of the matter.

2. That STACFAD be invited to analyse the three alternatives presented and, where appropriate, to make a recommendation to the Commission based on available resources and institutional priorities.

3. That the Secretariat be requested, within its current capacities, to carry out the necessary technical coordination with the WG-ORT and the Compliance Committee in order to facilitate the preparation of any additional information that STACFAD may require.

Consequently, STACFAD and the Commission are invited to consider the options outlined above and determine the most appropriate approach for moving towards greater multilingual accessibility of the IOMS, in accordance with budgetary availability and the overall planning of ongoing projects.
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