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1. Why software outsourcing is 
more relevant than ever 

Pressure on technology leaders keeps increasing: 
• Product roadmaps are full, but internal teams are stretched. 
• Hiring senior engineers locally is slow and expensive. 
• Digital transformation, data, and AI initiatives can’t wait 12–18 

months. 
Software outsourcing, when done right, gives you: 
• Access to talent across time zones and tech stacks. 
• Predictable delivery capacity without long-term headcount 

overhead. 
• Cost efficiency and flexibility to scale up or down. 

But outsourcing is not magic. Poorly chosen vendors, unclear 
expectations, and weak governance can turn it into a headache: 
missed deadlines, inconsistent quality, and internal resistance. 
This guide is designed to give you a practical, end-to-end view of 
how to make outsourcing work – from vendor selection and 
contracts to day-to-day collaboration and long-term scaling. 
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2. Is outsourcing right for your 
organization? 

Before you look for a partner, be clear on why you’re outsourcing. 

2.1 Good reasons to outsource 

You’re a strong candidate for outsourcing if: 
• You have a clear product or platform roadmap, but not 

enough capacity to execute. 
• You need specialized skills (e.g., React, Next.js, Node, 

Python, data engineering, AI/ML) that are hard to hire in your 
location. 

• You want to extend your team without adding permanent 
headcount quickly. 

• You’re looking to stabilize delivery (velocity, predictability, 
quality) with a structured external team. 

2.2 Cases where outsourcing is risky 

Outsourcing can be the wrong move if: 
• Your core product is still very early and requirements 

change daily with no product owner. 
• You don’t have internal leadership capacity to own the 

backlog and decisions. 
• You expect a partner to “figure out the business” with almost 

no input or guidance. 
You don’t need everything perfect, but you do need: 
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• A clear owner on your side (Product/CTO/Head of 
Engineering). 

• At least a basic roadmap and priority list. 
• Willingness to invest in communication and onboarding. 

3. Understanding outsourcing 
engagement models 

The biggest confusion usually starts here. Clarify the model before 
you compare vendors. 

3.1 Common models 

1. Project-based delivery 
◦ Scope, timelines, and price defined upfront. 
◦ Works best for: well-defined projects, MVPs with clear 

boundaries, non-core apps. 
◦ Risks: scope creep, change requests, friction when 

requirements evolve. 
2. Staff augmentation (extended team) 

◦ Engineers from the vendor work as part of your team. 
◦ You manage day-to-day work; vendor manages HR, 

payroll, and basic oversight. 
◦ Works best when you have strong internal processes and 

tech leadership. 
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3. Dedicated / managed team (pods / squads) 
◦ A stable cross-functional team (or pod) with developers, 

QA, sometimes a Scrum Master or tech lead. 
◦ Shared accountability for delivery; governance and 

planning done together. 
◦ Good balance of flexibility and structure for ongoing 

product/platform work. 
4. Managed services 

◦ Vendor owns a specific outcome or function: e.g., “own 
our QA,” “manage our DevOps & SRE,” “handle L2/L3 
support.” 

◦ SLAs and KPIs define success more than individual 
tasks. 

3.2 Choosing the right model 

A simple rule of thumb: 
• Need one-off build with a clear scope → Project-based. 
• Need extra hands on an existing product under your 

leadership → Staff augmentation. 
• Need ongoing product development with shared 

responsibility → Dedicated / managed team. 
• Need continuous operations (support, maintenance, QA) → 

Managed services. 
You can mix models – for example, a dedicated pod for core 
development plus a managed QA team. 
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4. Selecting the right outsourcing 
partner 

Vendor selection is where most problems are either prevented or 
guaranteed. 

4.1 What to look for (beyond price) 

1. Technical capabilities and stack fit 
• Experience with your core stack: e.g., React/Next.js, Node, 

Laravel, Python, cloud, data, etc. 
• Solid engineering practices: code reviews, testing, CI/CD, 

security, documentation. 
• Ability to handle end-to-end delivery when needed: frontend 

+ backend + DevOps + QA. 
2. Domain understanding 
• Experience in your industry or similar ones (SaaS, 

eCommerce, healthcare, logistics, fintech, etc.). 
• Ability to understand business processes, not just APIs and 

screens. 
3. Communication and culture 
• Responsive, transparent communication. 
• Proactive risk-raising instead of hiding issues. 
• Cultural alignment: how they handle feedback, conflicts, and 

changes. 
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4. Process and governance 
• Do they have a delivery framework (how they discover, plan, 

build, test, release, and improve)? 
• How do they handle sprints, demos, and retros? 
• What tools do they typically use (Jira, GitHub/GitLab, Slack, 

etc.)? 
5. Security & compliance 
• Basic hygiene: access control, VPNs, password policies, 

device management. 
• Certifications or programs: ISO, SOC 2, GDPR-aware 

practices, NDA/IP protection. 
• Their approach to handling source code, credentials, 

production access. 
6. References and track record 
• Case studies with similar complexity and scale. 
• References you can actually talk to. 
• Longevity of client relationships, not just logos. 

4.2 Questions to ask during evaluation 

• “Tell me about a project that went wrong and what you did.” 
• “How do you handle onboarding new engineers onto a running 

project?” 
• “What does your typical 90-day plan look like for a new 

engagement like ours?” 
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• “Who will be our core team for the first 3–6 months? Can we 
meet them?” 

Look for clarity and honesty, not perfect sales answers. 

5. Location choices: offshore, 
nearshore, or hybrid? 

You don’t need a long geography lecture, but you should 
understand trade-offs. 
• Offshore (e.g., India, Eastern Europe, Southeast Asia) 

◦ Pros: large talent pool, cost-effective, strong 
engineering culture in many regions. 

◦ Cons: time zone differences; you need good processes 
for async work. 

• Nearshore (similar time zones to you) 
◦ Pros: easier collaboration hours, similar business culture. 
◦ Cons: usually higher rates than offshore. 

• Hybrid 
◦ Combination: for example, a nearshore lead/PM plus 

offshore engineering team. 
◦ Can balance overlap hours with cost efficiency. 

In practice, what matters more than location is: 
• Quality of talent. 
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• Communication habits. 
• Maturity of process. 

6. Pricing & contract structures 

Understanding how you’ll pay – and what you’re actually paying for 
– is crucial. 

6.1 Common pricing models 

1. Time & Material (T&M) 
◦ You pay for actual hours/days used. 
◦ Flexible when scope evolves. 
◦ Requires trust, transparency, and good reporting. 

2. Fixed price 
◦ Fixed scope, fixed price, defined timeline. 
◦ Good for smaller, well-specified projects. 
◦ Needs very clear requirements and strong change-

control. 
3. Monthly / retainer model (for dedicated teams) 

◦ You pay a monthly rate per engineer or per team/pod. 
◦ You manage priorities; vendor manages staffing and 

continuity. 
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◦ Ideal for ongoing product engineering and long-term 
partnerships. 

6.2 Contract essentials 

• Clear scope and expectations (even for T&M and retainer). 
• Notice periods and ramp-up / ramp-down rules. 
• IP ownership clearly stated in your favor. 
• Confidentiality and non-solicitation clauses. 
• Payment terms, currency, and late payment rules. 
• Service levels or KPIs where relevant (especially for managed 

services). 

7. Onboarding and knowledge 
transfer 

Most outsourcing relationships fail in the first 60–90 days due to 
weak onboarding. 

7.1 Prepare internally before the first day 

• Assign a single owner on your side (Product Owner, 
Engineering Manager, CTO). 

• Clean up your backlog: at least 2–3 sprints worth of 
reasonably clear items. 

• Decide tools: Git platform, project management tool, 
communication channels. 
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• Define access process for code, environments, test data, and 
staging. 

7.2 What a good onboarding looks like 

• Kickoff workshop: goals, architecture overview, roadmap, 
roles, and expectations. 

• Environment setup: repositories, environments, CI, access 
control. 

• Knowledge sessions: domain walkthroughs, user journeys, 
existing constraints. 

• First sprint focused on: 
◦ Small but meaningful features or fixes. 
◦ Setting up CI/CD/test harnesses if needed. 
◦ Building trust and shared understanding. 

7.3 Documentation that actually helps 

Don’t aim for a 100-page document; aim for a living set: 
• System architecture diagram. 
• Key user flows / business processes. 
• Environments and deployment flow. 
• Coding standards and definition of done (DoD). 
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8. Day-to-day collaboration & 
governance 

Once the team is running, success depends on rhythm and 
transparency. 

8.1 Communication routines 

• Daily or semi-daily standups with your internal lead joining 
(at least initially). 

• Weekly or bi-weekly sprint planning, with clear priorities 
and trade-offs. 

• Sprint demos/reviews to show working software to 
stakeholders. 

• Monthly steering call (you + vendor leadership) for higher-
level alignment. 

8.2 Metrics that matter 

Avoid vanity metrics like “number of tickets closed” alone. Track: 
• Cycle time / lead time for features. 
• Defect rate and bugs found in production vs. QA. 
• On-time delivery of planned sprint scope (with context). 
• System health: uptime, performance, error rates. 
• Stakeholder satisfaction: simple score from your internal 

team. 

12



8.3 Handling time zones 

• Create overlap hours (2–4 hours per day) for live 
collaboration. 

• Use async tools well: 
◦ Clear written updates. 
◦ PR descriptions, design docs, Loom videos where 

helpful. 
• Batch decisions where possible to reduce back-and-forth. 

9. Managing risk: IP, security, 
quality, and people 

A mature outsourcing setup doesn’t ignore risks; it manages them 
explicitly. 

9.1 IP and confidentiality 

• Ensure contracts clearly state you own the IP for all 
deliverables. 

• Use NDAs and confidentiality clauses for company and 
individual level. 

• Use company-controlled Git repositories and cloud accounts 
where possible. 

9.2 Security practices 

• Role-based access to production and staging. 
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• Secrets management (no credentials in code). 
• VPNs or secure access paths to sensitive systems. 
• Periodic security reviews and dependency scanning. 

9.3 Quality assurance 

• Automated tests (unit, integration, E2E where reasonable). 
• Testing embedded into the development process, not at the 

end. 
• Clear definition of done: code review, tests, documentation, 

deployment. 

9.4 Team continuity & attrition 

• Ask your partner about their retention strategy and bench 
strength. 

• Ensure handover processes are in place for when people 
rotate. 

• Keep key knowledge in code, tests, and docs, not only in 
people’s heads. 

10. Scaling your outsourced team 

Once the initial phase works, you’ll want to scale safely. 

10.1 Start small, prove value 

• Begin with a pilot or small pod (e.g., 2–4 engineers + QA). 
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• Focus on a specific stream: a module, service, or product 
area. 

• Validate: collaboration fit, velocity, quality, and 
responsiveness. 

10.2 Gradually increase scope 

• Add more engineers only once the process and 
communication feel stable. 

• Split work into streams (e.g., core platform, front-end, 
integrations, QA, data). 

• Consider adding roles like Tech Lead, Architect, or Product 
Designer into the pod. 

10.3 Keep your internal core strong 

Outsourcing works best when: 
• Your internal team owns product vision, key architecture 

decisions, and roadmap. 
• Outsourced teams provide capacity, specialization, and 

execution. 
This way, you avoid becoming dependent on a single vendor for 
critical strategic decisions. 
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11. A 90-day roadmap to launch or 
improve your outsourcing 
partnership 

You can use this whether you’re starting fresh or rescuing an 
existing relationship. 

Days 0–15: Strategy & vendor alignment 

• Clarify why you’re outsourcing and what success looks like. 
• Choose the right engagement model (project, staff 

augmentation, dedicated team). 
• Finalize vendor selection and contract basics. 
• Prepare your internal owner, tools, and initial backlog. 

Days 15–45: Onboarding & first delivery 

• Run a structured kickoff and knowledge transfer. 
• Set up environments, repos, CI/CD, and access. 
• Deliver the first 1–2 sprints with: 

◦ Frequent demos. 
◦ Tight feedback cycles. 
◦ Explicit focus on quality and communication patterns. 

Days 45–90: Stabilize & scale 

• Review metrics: delivery, quality, internal satisfaction. 

16



• Adjust processes, cadences, or team composition based on 
data. 

• Decide whether to: 
◦ Scale up (more engineers, more scope). 
◦ Stabilize (keep size, optimize process). 
◦ Reshape (change roles or team structure). 

By day 90, you should know if you have a partner you can rely on for 
the next 1–3 years. 

12. How a good outsourcing 
partner should support you 

A strong partner doesn’t just provide developers; they help you: 
• Turn vague ideas into clear, prioritized backlogs. 
• Bring best practices in engineering (reviews, testing, CI/CD, 

security). 
• Introduce delivery frameworks so work becomes 

predictable, not ad-hoc. 
• Continuously improve collaboration and team structure as 

your needs evolve. 
They should be comfortable being measured on: 
• Business outcomes (time-to-market, stability, quality). 
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• Team performance and responsiveness. 
• Ability to support you as your roadmap and priorities change. 

At Salt Technologies, this is exactly how we approach software 
outsourcing. We build stable, cross-functional teams (or plug-in 
specialists) around your product roadmap, align on clear success 
metrics, and bring in mature engineering practices—from code 
reviews and automated testing to CI/CD and security-by-design—so 
your offshore team feels like an extension of your in-house setup, 
not a separate vendor. 
Whether you need a small pod to accelerate one product line or a 
longer-term managed team to own a stream of work, we focus on 
predictable delivery, transparent communication, and long-term 
partnership. 
Our teams are used to working with US and global clients, 
integrating into existing tools (Jira, GitHub, Slack, etc.), and 
operating under strong security and compliance expectations—so 
you can scale confidently without losing control. 

https://www.salttechno.com/   |   sales@salttechno.com
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