How Global Companies
Accidentally Create Internal
Translation Black Markets

Despite major investments in localization, most multinational organizations are
unknowingly running a parallel, unofficial translation system - one that creates
risk, inflates costs, and undermines brand consistency.
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The Problem Nobody Reports

Global companies build translation teams, implement translation management

systems, and establish approval workflows. Yet the same workarounds keep

appearing:

— The "Quick Favor"

Product managers ask
bilingual colleagues to
translate documents
informally.

— Free Tools for Serious
Work

Sales teams use public
machine translation for
customer-facing proposals.
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Rogue Procurement

Regional offices hire
freelancers without informing
procurement or legal.

Deadline-Driven
Decisions

Legal staff rely on unofficial
translators to meet urgent
regulatory deadlines.



Why Localization Breaks Down at Scale

As organizations grow internationally, translation requests multiply far
beyond marketing materials. Every department has unique needs
and urgency levels that official workflows often can't accommodate.

e |egal Contracts e HR Documentation e Software Interfaces

e Regulatory Submissions e Customer Support e Sales Presentations
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Anatomy of an Internal Translation Black Market

An internal translation black market is an unofficial localization ecosystem operating entirely outside approved processes. Employees
rarely see it as a problem, they're just trying to get work done.

A ke

Bilingual Colleagues Unauthorized Freelancers
Informal document translations requested as personal favors. Local vendors hired directly with departmental budgets.
.
Free Machine Translation Outdated Translations
Public tools used for sensitive, customer-facing content. Old files recycled from personal computers and shared drives.
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Why Employees Bypass Official Channels
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These aren't acts of defiance. Employees bypass official channels
because they face real pressure: tight deadlines, unclear processes,
and a belief that workarounds are faster and cheaper.

This pattern is especially pronounced across APAC, where regional
offices in Japan, South Korea, Thailand, Viethnam, Singapore, and
Indonesia often have longstanding relationships with local
translators - relationships that feel reliable but operate outside
company governance.
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The Hidden Costs Are Very Real

Inconsistent Brand Voice

Unreviewed translations leave
customers with fragmented,
contradictory messaging across
channels.

Legal & Compliance
Exposure

A single mistranslated clause in
regulated markets can delay
approvals or create regulatory liability.

1-STOPASIA,

Duplicate Spending

Teams pay separate vendors for
near-identical work while approved
translation memories go unused.



A Familiar Story Across APAC

Picture a North American tech company with offices across Japan,
South Korea, Thailand, Vietham, and Malaysia. The central team
handles major releases, but local sales teams need presentations in 24

hours.

Within two years, dozens of independent translation streams exist. No

one knows:

« How much translation is actually being purchased

o Which terminology standards are in use

« Whether confidential data is properly protected

« Which translated versions are current

[J This scenario is not an edge case. It is the norm for most multinationals operating at scale.
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The Translation Risk Iceberg

Most organizations only see the surface-level costs of shadow translation.

The deeper risks remain invisible until they cause serious damage.

Incorrect Technical
Terms

Outdated Product Info

Missing Legal

Disclaimers

Confidential Data

Exposure
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VISIBLE
COSTS:
Duplicate
vendor
payments,
Inconsistent content

HIDDEN RISKS:

Confidential data shared
with unapproved vendors

Legal disclaimer errors
Regulatory non-compliance
Security breaches via public

machine translation platforms

Incorrect technical terminology
in product documentation




How 1-StopAsia Eliminates Shadow Translation

Unofficial translation work appears when official workflows don't match how teams actually operate. 1-StopAsia works within existing
client processes to restore structure, visibility, and consistency.

01 02 03

Audit Translation Flows Centralize & Streamline Educate Teams

Map how requests move across Consolidate request handling, terminology  Training clarifies when professional
departments to uncover duplicate management, and vendor oversight into a translation is required and reinforces
channels, rogue vendors, and workflow single, transparent system. consistent terminology, reducing confusion
bottlenecks. and informal workarounds.
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Ready to Uncover Hidden Translation
Costs?

Internal translation black markets rarely begin with bad intentions. They grow
from everyday pressure. Left unaddressed, they create serious quality,
compliance, and financial risks.

Contact 1-StopAsia to schedule your consultation and start building a
localization program your entire organization can trust.
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