@TUN‘GIObaI EXECUTIVE WHITE PAPER - WP-05

MULTILINGUAL CX OUTSOURCING - PHILIPPINES

One floor, every

language: the executive
economics of multilingual
CX outsourcing

to the Philippines.

An analysis of language-matrix design, regional-vendor consolidation

economics, CSAT parity across languages, and vendor-selection

discipline for global brands unifying their support operations in - (
the Philippines.

AUTHORS

John Maczynski — Chief Executive Officer JUNE 2026

Ralf Ellspermann — Chief Strategy Officer MANILA - ESTABLISHED 2001



WP-05

MULTILINGUAL CX OUTSOURCING

Contents

01

02

03

04

05

06

07

PITON-
GLOBAL

About the authors

Executive summary

The language matrix: designing delivery by volume, not anecdote

The consolidation dividend: what replacing five vendors with one hub returns

Cost and performance: role-band economics and top-tier benchmarks

Sourcing discipline: the 7-Step Vendor Vetting Framework, applied to multilingual CX

Case study: a 70-seat, nine-language consolidation, reconstructed

The executive playbook: governance for the first 180 days

Methodology & notes

ABOUT THIS SERIES - VOLUME 5 OF 20

This volume completes the core Executive White Paper Series: twenty service lines and industries, one
method. Across all twenty, the finding never moved — roughly two-thirds of first-year value is rate
arbitrage, and the third that compounds comes from selecting, on evidence, one of the few providers
who can genuinely run the work. The full library, with every benchmark and framework, lives at

piton-global.com.
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Global service footprints were John's working Multilingual delivery is the discipline Ralf has
geography for thirty-plus years: as the practiced longest: among the programs he
executive responsible for outsourced built and directed across twenty-plus Manila
operations at major US corporations, he ran years were some of the largest multilingual CX
programs spanning continents, vendors, and operations ever run from the Philippines —
languages — and absorbed the cost of travel and e-commerce floors answering in a
fragmentation firsthand. Consolidation dozen languages around the clock. He knows
searches are where that history pays clients the country's language pools, academies, and
most directly, and like every PITON-Global hybrid-hub designs at the level of individual
engagement, he leads them personally from team rosters; that knowledge closes the series
scoping to certified launch. he has supplied with evidence throughout.
j.maczynski@piton-global.com r.ellspermann@piton-global.com

+1 402-598-8740 Manila, Philippines

@raN\Gmbm

ABOUT PITON-GLOBAL

Twenty white papers rest on one foundation: PITON-Global has watched the Philippine outsourcing market
continuously since 2001, from inside it, on the buyer's behalf alone. The Manila firm — its shelf of industry
honors notwithstanding — measures itself on a single outcome: clients who select providers on verified
evidence, negotiate through genuinely competitive RFPs, and launch programs that hold their numbers.
Tripadvisor, TSYS, Garmin, HealthPartners, Yetipay, Workrise, and Norman Disney & Young are among the

companies that have built their Philippine operations on that foundation.
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SECTION 01

Executive summary

-63% 12+ *2 pts 5.4x

Fully-loaded cost vs. US Languages routinely CSAT parity across First-year ROI,
onshore / EU-hub blend deliverable from one languages at vetted hubs reconstructed
Manila floor consolidation case
(Section 6)

Global brands rarely design their support footprints; they accumulate them. A vendor per market entry, a
center per acquisition, a contractor per language gap — until a mid-sized company finds itself governing
five providers on four continents, each with its own QA scale, tooling, contract, and definition of "resolved,"
and none large enough to command attention. Fragmentation is the silent multiplier on every number this

series has priced: five management stacks, five sets of coverage gaps, five versions of the customer's story.

The Philippine market's answer is the consolidated language hub: one floor, one governance cadence, one
quality regime — delivering English natively at the world's largest scale, Spanish and the major European
and Asian languages through near-native pools, returned overseas workers, expatriate hires, and
structured language academies, with the rare long tail routed through partner hubs under the same

contract. Five findings close the series:

1 Design the matrix by volume, not anecdote. Every language earns its delivery tier from its contact
volume: native desks where volume sustains them, cross-trained pools where it doesn't, routed partners
for the long tail. Programs fail when the matrix is inherited instead of designed — Section 2 supplies the

instrument.

2 The consolidation dividend is real and separable. Beyond the standard arbitrage, collapsing five vendors
into one hub returns 10-15% again — in retired management overhead, unified tooling, coverage-gap
closure, and the follow-the-sun geometry WP-79 priced. Section 3 itemizes it.

3 Parity is the quality bar that matters. A hub that delivers 92 CSAT in English and 78 in German has not
consolidated anything but the invoice. Vetted hubs run per-language QA calibration and hold parity within

two points — auditable in diligence, contractible in the SLA.

4 Al translation widens the floor, not the exceptions. Real-time translation now carries low-stakes text tiers
credibly, letting pooled agents cover more of the matrix — but escalations, empathy, and revenue
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conversations still convert in the customer's own voice. The matrix assigns each tier honestly.

5 Genuine multilingual depth is the field's scarcest claim. Of 1,000+ Philippine operations, PITON-Global's
mapping confirms real multilingual hubs — staffed language desks, academies, parity instrumentation,
partner-hub architecture — at roughly fifteen. Every provider claims languages; these can roster them.

The intended reader runs global CX, operations, or finance at a brand serving customers in many languages

through too many vendors. Sections 2-4 supply the evidence; sections 5-7, the method and the proof.

SECTION 02

The language matrix: desighing
delivery by volume, not aneccdote

Figure 1 shows the three-tier instrument PITON-Global builds in requirements definition: every language

assigned a delivery model by its measured volume, channel mix, and revenue stakes.
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FIG. 1 — THE LANGUAGE MATRIX: THREE DELIVERY TIERS, ONE CONTRACT

English at any scale; Spanish at
scale; other languages where
TIER 1 - NATIVE DESKS volume sustains a dedicated, typically 70-85% of volume
rostered desk — full channel
coverage, full hours

European and Asian languages via
certified near-native pools —
returned OFWs, expatriate hires, .
TIER 2 - NEAR-NATIVE POOLS typically 10-20% of volume
academy graduates — cross-
trained across queues, scheduled

to each language's demand curve

Rare languages through partner
hubs under the same contract and
QA regime — plus Al-translation
TIER 3 - ROUTED LONG TAIL . typically 3-8% of volume
coverage on low-stakes text tiers,
honestly labeled and escalation-

backed

Tier assignment by measured contact volume, channel mix, and revenue stakes per language; PITON-Global
multilingual engagements 2024-26.

The matrix works because the Philippine supply side is deeper than buyers assume. English is the floor's
native instrument. Spanish staffs at scale from the country's heritage pools and academies. The European
and Asian tiers draw on a workforce the market underestimates: hundreds of thousands of Filipinos
returned from decades working across Europe, the Gulf, and East Asia, plus expatriate communities in
Manila and Cebu, plus academy pipelines that take certified B2 speakers to service fluency in months. A
vetted hub doesn't promise every language natively — it rosters what it promises, and diligence checks

the rosters.

Two design rules keep the matrix honest. Stakes override volume: a low-volume language carrying high-
value accounts (a luxury brand's Japanese clientele, a fintech's German regulator correspondence) earns
Tier 1 treatment regardless of contact counts. Every tier carries the same instrumentation: per-language
QA calibration, CSAT tracking, and escalation paths — because the customer in the rarest language is still

the customer, and parity is the contract's promise.
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SECTION 03

The consolidation dividend: what replacing
five vendors with one hub returns

Figure 2 shows the footprint transformation a typical consolidation executes — and the dividend

components that stack on top of the standard rate arbitrage.

FIG. 2 — BEFORE AND AFTER: THE FOOTPRINT AND THE DIVIDEND

BEFORE - FIVE VENDORS, FOUR AFTER - ONE MANILA HUB

CONTINENTS
9 LANGUAGES - 24/7 ONE QA REGIME
ONE STACK PARTNER HUB - LONG TAIL

One contract, one governance cadence, follow-

US - EN/ES - 9-9 ET
LISBON - EU LANGS - M-F

MX CITY - ES - 8-8 CT the-sun coverage in every language, and a single

KUALA LUMPUR - APAC i version of the customer's story
FREELANCERS - LONG TAIL
Five contracts, five QA scales, three ticketing
stacks, weekend gaps in every region, and a
vendor-management function that exists to
reconcile them
+10-15% 24]7 1 2 pts
Dividend beyond rate Coverage gaps closed in Governance cadence, QA CSAT parity held across
arbitrage: overhead, every language at flat scale, and escalation path the matrix

tooling, licenses rates

Composite consolidation profile, PITON-Global multilingual engagements 2024-26.

One caution keeps the dividend honest: consolidation concentrates risk as well as benefit, and the
framework treats that directly — BCP and site-resilience evidence weighs heavier in Step 4 than in any
single-market program, the partner-hub architecture provides language-level redundancy, and the
transition itself runs vendor by vendor, never as a big bang. The dividend is real; it is collected by buyers

who consolidate deliberately, on the schedule the evidence supports.
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SECTION 04

Cost and performance: role-band
economics and top-tier benchmarks

TABLE 1 - FULLY-LOADED COST PER PRODUCTIVE HOUR BY LANGUAGE TIER (US$, 2026)

@ us onsHORE / HR @ MANILA VETTED / HR

English CX representative (vs. US onshore) -63%

s N 200

Spanish bilingual representative (vs. US bilingual premium) -63%

European / Asian near-native specialist (vs. EU multilingual hub) -62%
us N 5 50
v (N 1450

Blended 70-seat nine-language hub -63%

us

MANILA

Basis: PITON-Global multilingual engagement pricing 2025-26; comparators = US metro CX labor and Lisbon/Athens-
class EU multilingual hubs, fully loaded. 24/7 at flat rates.
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TABLE 2 — MULTILINGUAL OPERATING BENCHMARKS, VETTED VS. BASELINE (2025-26)

METRIC VETTED TOP TIER BASELINE EXECUTIVE READING

CSAT parity across languages +2 pts Every customer, the same brand

Coverage: languages x hours No customer waits for a time
) 100% / 24/7

delivered zone

Language-certification pass rate
guae . P 100% Rosters, not brochures
(rostered vs. claimed)

Vendor-management overhead (FTEs

0.8 The fragmentation tax, retired
per 100 seats)

Annual attrition, multilingual Language talent stays where it's

20-28%
programs valued

Behind the column, the series machinery — calibrated QA, certification gates, tenure economics — plus
two multilingual-specific engines: per-language calibration (QA rubrics scored by native-level evaluators in
each language, calibrated monthly against the client's own reviewers, so parity is measured rather than
presumed) and the academy pipeline — structured language programs that convert certified speakers into
service-fluent agents on a schedule, giving the matrix a supply curve instead of a hiring hope. Both are Step

3 and Step 5 diligence items; both separate a language hub from a floor with a flags page.

SECTION 05

Sourcing discipline: the 7-Step Vendor Vetting
Framework, applied to multilingual CX

Multilingual diligence has the series' most direct test: live language audits — native evaluators calling each
claimed desk, in each claimed language, at the hours coverage is promised. The funnel below is

representative of a global-brand consolidation search.



FIG. 3 — THE 7-STEP FRAMEWORK AS A MULTILINGUAL FUNNEL

STEP WHAT IT ELIMINATES IN A MULTILINGUAL SEARCH FIELD REMAINING

Inherited footprints: builds the language matrix from
1 Requirements definition measured volume per language, channel, and hour — 1,000+
the consolidation's actual blueprint

. Providers without multilingual floors or partner-hub
2 Market mapping . . . ~45
architecture in the required scale band

Flags-page multilingualism: rostered language desks,
3 Capability screening academy pipelines, per-language QA — evidenced with ~15
rosters and certifications

Weak data-privacy posture for a multi-jurisdiction book
4 Compliance & security audit  (GDPR-grade handling, SOC 2 on the unit) and BCP thin ~10
for a consolidated single point of delivery

The live language audit: native evaluators test every
5 Operational diligence claimed desk at claimed hours; parity exports sampled; 5-8
attrition cohorts read per language

Blended quotes that bury the tier economics; finalists
6 Competitive RFP & negotiation bid the matrix tier by tier, with parity and coverage SLAs 2-3
carrying credits

Big-bang cutovers: vendor-by-vendor migration on
7 Transition & launch governance certification gates, PITON-Global embedded buyer-side 1
until the last footprint retires

Field-remaining counts represent a global-brand consolidation search (40-120 seats), PITON-Global engagements
2024-26.

The guarantees, stated for the twentieth and final time in this series, unchanged since the first: vendor
neutrality — PITON-Global sells no capacity, takes no placement economics, and scores the language
audits blind; right-sizing — the framework surfaces multilingual specialists for whom your nine languages
are the floor's identity, not a footnote. Five to eight genuinely qualified providers in this narrowest of fields,
delivered within 48-72 hours, free to the buyer, competing through a fully transparent, fair, comprehensive,

and highly competitive RFP.
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SECTION 06 - ANONYMIZED CASE STUDY

Five vendors, one floor: a 70-seat nine-
language consolicdation, reconstructed

Engagement ML-025 is a US consumer-electronics brand — roughly $1.1 billion in revenue, selling in 30
countries — whose support footprint had accumulated exactly as Section 1 describes: a US center, a
Lisbon hub, a Mexico City vendor, a Kuala Lumpur vendor, and a freelancer network for the long tail. Five
contracts, three ticketing systems, CSAT ranging from 88 in English to 74 in German, weekend coverage
nowhere outside North America, and a vendor-management team of four whose full-time job was

reconciliation. Identifying details are anonymized under NDA.

SELECTION (WEEKS 0-10, INCL. LANGUAGE
AUDITS)

Requirements rebuilt the language matrix from
ticket data: English and Spanish to Tier-1 native
desks, French, German, Italian, Portuguese,
Japanese, and Korean to certified near-native
pools, the long tail routed via partner hub. Mapping
yielded 41 credible claimants; roster-verified
screening left 13; the privacy-and-BCP audit left 9.
Live language audits — native evaluators, all nine
languages, at 3 a.m. target-market time —
produced a shortlist of 6. A Manila multilingual
specialist won at $12.10 blended, with parity and

coverage credits tier by tier.

TRANSITION (MONTHS 3-9, VENDOR BY
VENDOR)

Migration ran footprint by footprint — Kuala
Lumpur first, Lisbon last — each language certified
on per-language QA gates before its regional
vendor retired. Tooling unified onto one stack in
month 4; the German academy cohort certified in
month 5, closing the matrix's hardest gap. No big
bang, no coverage gap: every customer's language
answered throughout. PITON-Global chaired
buyer-side governance until the final footprint
closed in month 9, then handed over on

documented criteria.
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TABLE 3 — ML-025 FIRST-YEAR VALUE BUILD-UP (US$)

VALUE COMPONENT YEAR 1 BASIS

128k productive hrs x ($30.20 blended

Labor arbitrage across the five-footprint blend $2.32M )
incumbent - $12.10)

Consolidation dividend (overhead, tooling, Vendor-management FTEs redeployed,

] $0.31M ) . .
licenses) duplicate stacks and licenses retired

Repeat-purchase and warranty-renewal
$0.28M deltas in lifted markets, margin basis,
holdout-adjusted

Retention effect of parity (German/Japanese
CSAT +13/49)

Coverage-gap closure (weekends and nights, all Contacts served in formerly dark hours x

$0.22M , .
languages) resolution value, conservatively factored

Gross value created $3.13M

Nine-month phased migration, academy

" cohort, language audits, tooling unification,
Less: engagement & transition costs ($0.58M) )
governance overlay; advisory fee $0O

(provider-paid model)

Net value = cost = first-year ROI ; $3.13M = $0.58M

Seventy-four percent arbitrage, twenty-six percent operational value — the series law holds to its final data
point, and the operational lines trace to selection one last time: the parity lift to per-language QA screened
in Step 3, the dividend to a single-hub design Step 1 drew, the coverage closure to the time-zone geometry
that has recurred since WP-79. The global CX director's handover note closes the series as well as any
summary could: "For the first time, our customer in Munich and our customer in Dallas are talking to the

same company."



SECTION 07

The executive playbook:
governance for the first 180 cdays

Consolidations are marathons run as a series of sprints: one footprint at a time, each proven before the

next begins. The governance below assumes that cadence — client in command throughout.

DAYS 0-30 Put the language matrix in the contract tier by tier, with parity and coverage SLAs
Contract the matrix, carrying credits. Sequence the migration easiest-footprint-first, hardest-language-
sequence the map last, with academy cohorts started against the gaps on day one. Unify tooling

before volume moves — the stack migration is the consolidation's foundation, not

its afterthought.

DAYS 30-90 Certify each language on its own QA gate before its incumbent retires; run parallel
Migrate on gates, coverage through every cutover. Publish the parity dashboard from the first
measure in every migrated language — it is the consolidation's public conscience, and the instrument
language that keeps Tier 2 honest.

DAYS 90-180 Retire the final footprints on their dated gates and redeploy the vendor-

Close the map, collect management function the fragmentation once consumed. With parity stable, tune
the dividend

the matrix against reality — languages migrate between tiers as volumes move.
Certify steady state; hand over on documented criteria; keep the quarterly

language audit standing.

THE FIVE FAILURE MODES WE ARE HIRED TO PREVENT

Believing a flags page instead of auditing a roster - consolidating as a big bang and gapping a market - accepting
blended pricing that hides the tier economics - letting parity go unmeasured until a regional NPS report
measures it for you - designing the matrix from anecdote instead of ticket data. All five are settled at selection

and design.

Twenty volumes end where the practice began: with the observation that the Philippine market can deliver
almost anything a service operation needs — and that which provider delivers it decides everything else. A
consolidated language hub is this series' argument in miniature: 63% off the blended cost, a dividend on top,

quality parity a fragmented footprint never achieved — available only to buyers who audit rosters, gate
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migrations, and compete the finalists through a fully transparent, fair, comprehensive, and highly
competitive RFP. One floor, every language; one method, every vertical. The library is complete — the

shortlists are waiting.

METHODOLOGY & NOTES
How the numbers were built

Operating benchmarks (CSAT parity, coverage, certification pass rates, vendor-management overhead, attrition)
derive from PITON-Global multilingual engagements active 2025-26, measured on CX platforms and per-language
QA instrumentation, validated in client governance. Baselines reflect fragmented multi-vendor footprints as found at

engagement start.

Cost figures are fully loaded — wages, benefits and statutory charges, facilities, technology and security stack,
management and QA overhead, academy programs, attrition-driven recruiting and ramp — net of shrinkage, at flat
rates across 24/7 coverage. Comparators blend US metro CX labor and EU multilingual-hub pricing (Lisbon/Athens

class), fully loaded; incumbent blends in the case study reflect the client's actual vendor costs.

The case study (ML-025) is anonymized under NDA; markets, languages, and volumes are generalized, figures
rounded. Value factors are conservative: the dividend counts documented overhead and license retirements only;
the parity effect is holdout-adjusted and taken at margin; coverage value counts contacts actually served in
formerly dark hours. ROI = net first-year value + all engagement-related client costs. PITON-Global's advisory fee is

provider-paid and appears at SO in the client cost base; neutrality safeguards are documented at piton-global.com.

Market context draws on IBPAP reporting and PITON-Global's proprietary provider mapping (1,000+ operations;
multilingual capabilities re-verified June 2026). Estimates and projections are PITON-Global analysis and should be

cited as such. This volume completes the twenty-part core series; the full library is available at piton-global.com.

Which multilingual hubs belong on your

shortlist? i o
j.maczynski@piton-global.com

Thirty minutes with John will tell you. Free to buyers, +1 402-598-8740

strictly vendor-neutral — a roster-audited shortlist within

two to three business days.
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