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EXECUTIVE SUMMARY

7 Add technology
capacity without
outsourcing ownership

A decision guide for Norwegian companies considering client-led teams in
Portugal.

THE ANSWER IN FIVE MINUTES

QUESTION ANSWER

What is being bought? Access to recruited and employed technology professionals in

Portugal
Who owns delivery? The Norwegian client
What does NP Recruitment, Portuguese employment, payroll, HR, retention
operate? and local team support

Where is the strongest Durable needs in manufacturing, scaleups and fintech with

fit? clear client leadership
What should be tested Role evidence, market availability, operating readiness, full cost
first? and risk

64% NOK 283.900 1 hour

Enterprise ICT skills need 80 . 7 70 ICT specialists in Portugal Working-day difference
at strategy baseline . ) Eurostat, 2025 [12] Norway and mainland Portugal
Norwegian strategy [1] Monthly earnings in

information and
communication

SSB, 2025 [3]

“Nearshore Portugal” is referred to as NP in this document.
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" Digital maturity does
not guarantee capacity
In every role

The credible case is selective access to people and continuity, not a generic
shortage narrative.

Norway aims to become the world's most digitalised country by 2030. Its

national strategy records unmet ICT skills needs among 64% of enterprises and
recruitment difficulty among 82.5% of government agencies at the strategy

baseline. These are policy indicators, not proof every occupation is constrained.

[1]

Current Statistics Norway data confirms pressure in the public sector: 76.1% of
central government bodies, 66.0% of municipalities and 81.8% of county
authorities that recruited or tried to recruit ICT specialists in 2025 reported
recruitment problems. [2]

EVIDENCE WHAT IT MEANS FOR ABUYER

Roadmaps can create concentrated demand for cloud, data,

AlED ElEiEY el LIE security and platform skills

A second talent market may be useful, but the exact role still

0 .
64% strategy baseline needs validation

Public-sector recruitment Scarcity is visible in one segment, not automatically
pressure transferable to every company

Below-Nordic business The constraint may include investment, leadership and
adoption adoption capacity

High Norwegian Vacancy delay and repeated hiring deserve attention
employment cost alongside salary

OUR JUDGEMENT Nearshoring is relevant where a specific capability, seniority
level or hiring timeline is constraining an owned roadmap. It cannot repair weak
prioritisation, insufficient management capacity or an unclear product strategy.
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“ The client gains
technology
professionals, not an
outsourced software
project

A clear responsibility split prevents a talent service from being mistaken for
provider-owned delivery.

Professionals based in Portugal join the client's organisation. They use the
client's tools and processes, take direction from its leaders and contribute to
client-owned work. The structure can begin with one specialist or develop into a
dedicated team, nearshore hub or future client-owned operation. [17][18]

NEARSHORE PORTUGAL

CLIENT RETAINS MANAGES SHARED ACTIVITY

Business and product Market mapping and Role definition and team

priorities recruitment design

Daily work allocation Portuguese employment Onbofardlng and integration
contracts planning

Architecture and technical Payroll and local Feedback and continuity

standards administration planning

Delivery commitments and Capacity changes and

HR support and retention

acceptance succession

Security decisions and risk : Access readiness and
Local people operations : :

acceptance policy alignment
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WHAT THE MODEL IS NOT

* Not project outsourcing: NP does not accept a defined software outcome or
take over the client's roadmap.

* Not traditional consulting: the core offer is a supported employment structure
for integrated professionals.

e Not CV forwarding: the process includes role definition, assessment,
employment and ongoing people support.

* Not unmanaged contracting: Portuguese employment, payroll and HR
responsibilities sit within an agreed operating model.

THE BOUNDARY If the buyer expects NP to rescue an undefined project, replace
missing technology leadership or accept delivery risk, this is the wrong service
model.

© 2026 Nearshore Portugal nearshoreportugal.com
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" Fit depends on the
work, time horizon and
readiness to lead

A lower location cost cannot compensate for unclear ownership or weak
integration.

WEAK-FIT SCENARIOS

WEAK-FIT SIGNAL WHY

specialist consulting may be faster than building an

Short expert intervention
employment structure

Continuous plant or customer local hiring can be stronger when physical access defines
presence the role

use a project or managed-service contract when the

Provider-owned outcome . h
supplier must own delivery
Unresolved strategy clarify priorities and decision rights before adding people

a rate target can weaken assessment, retention and

Price-only sourcing seniority fit
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READINESS QUESTIONS

QUESTION READY SIGNAL

Who will direct the work? A named manager has protected time

What will success look

like? Role outcomes and expectations are visible

Which context is required?  Tools, documentation and decision-makers are accessible

Plant, customer, regulatory and language dependencies are

What must remain local?
mapped

How will value be

assessed? The comparison includes full capability cost and delivery delay

DECISION RULE Add capacity only where the work, leadership and evidence of
progress are already visible.
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" A nearby European
talent market with a
long shared working
day

Portugal reduces some operating friction, but assessment and client approval
still determine team quality.

Mainland Portugal is one hour behind Norway, which supports a long shared

working day. Norway participates in the European Economic Area while Portugal

is an EU Member State — the relationship supports familiar European

employment, data-protection and commercial contexts without making the

countries legally identical.

Portugal employed about 283.900 ICT specialists in 2025, equal to 5.4% of
employment and slightly above the 5.0% EU average. Portugal's 2026 Digital
Decade report also records strong connectivity and digital public services while
identifying weaker business adoption of cloud and Al. [12][13]

ADVANTAGE WHAT STILL NEEDS PROOF

The actual collaboration window, meeting load and support
coverage

One-hour difference

Contract roles, employment structure, data processing and

European context sector obligations
ICT talent pool Role-specific seniority, evidence, availability and compensation

English working

) Individual communication and stakeholder fit in interviews
environment

Location-cost difference The full team fee, client effort, travel and transition cost

Accessible travel The cadence, purpose and budget for in-person work
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EMPLOYMENT CONTEXT

For most Portuguese employees, the standard employer Social Security
contribution is 23.75% and the employee contribution is 11%. Portuguese
employment commonly includes 22 working days of annual leave and statutory
holiday and Christmas allowances. [15][16]

BALANCED CONCLUSION Portugal is attractive because it combines overlap,
European accessibility and a meaningful technology talent market. It should be
selected only after a role-level market test confirms the required quality and
economics.
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7 Select the structure

that matches the

Intended ownership

The model should reflect team size, time horizon and the client's desired end

state.
MODEL BEST FIT
Szl Sneecicz’;lrliztesv'ec:i?llin an
Augmentation pect J 9
existing team
Dedicated A stable_ group
supporting a durable
Team
roadmap
The client wants
Direct Hire Portuguese employees

from the start

A client-owned
Portugal operation is
the intended end state

Build-Operate-
Transfer

Several teams need a

Nearshore klub: | o ioble Portugal base

CLIENT OWNS

Daily work,
standards and
outcomes

Priorities, technical
leadership and
delivery

Employment,
operations and daily
work

Strategy, work and
transfer decision

Portfolio,
governance and
roadmap

Each model includes recruitment, employment, payroll and basic work equipment.

© 2026 Nearshore Portugal

NP SUPPORTS

Recruitment,
employment, payroll,
HR and retention

Team formation and
local people
operations

Search, assessment
and hiring support

Build, operate and
agreed transition
support

Recruitment engine,
employment and local
operations

nearshoreportugal.com
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BUILD-OPERATE-TRANSFER

PHASE NEARSHORE PORTUGAL CLIENT
Build Maps the market, recruits and Defines roles, interviews candidates
employs approved people and prepares leadership
Operate R [grvirall, IR e eisnien Jaee:? Directs work, standards and integration
the agreed model
Supports the agreed transfer of Accepts employment ownership and
Transfer .
people and operations the future model

COMMERCIAL DISCIPLINE Agree model-change rights, pricing logic, notice,
knowledge transfer and exit conditions before the team is dependent on the
arrangement.
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Integration begins
before the first
candidate Is presented

The process connects role evidence, assessment and Portuguese people
operations to the client's environment.

THREE QUALITY GATES
o Market gate: the seniority, compensation and availability assumptions must be
credible in Portugal.

e Assessment gate: technical evidence must reflect the real work, not a generic
technology checklist.

¢ Client gate: the client interviews and approves every professional before
completion.

© 2026 Nearshore Portugal nearshoreportugal.com
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STAGE BY STAGE

NEARSHORE
PORTUGAL CLIENT OUTPUT
. Tests need and talent- Defines business need .
1. Discover : Role or team brief
market fit and manager
2. Search Sour ces relevant Protects interview time Curated candidate
profiles group

Screens depth,

3. Assess seniority, Runs role-specific

Approved candidate

o interviews

communication

Manages contract, Confirms start, Employment-ready
4. Employ . . .

payroll, local HR equipment, policies professional

Supports onboarding Provides access, Professional inside
5. Integrate oo ST .

and follow-up priorities, direction client team
6. Retain METELEEE LnlRy FIRUIIES Hi Stable team and plan

engagement, continuity  feedback, future needs

OPERATIONAL RESULT A professional or team employed in Portugal, working
inside the client's organisation with visible ownership and local support.
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Preserve trust and
autonomy through
explicit working
agreements

National stereotypes are a weak operating model. Clear decisions, access
and feedback are stronger.

Norwegian companies vary in hierarchy, documentation, technology maturity
and procurement practice. A distributed team should start from the client's actual
norms. Trust works best when autonomy is bounded by visible priorities, quality
standards and decision rights.

A LIGHTWEIGHT OPERATING CADENCE

Surface blockers, dependencies and

Daily immediate help Client team lead

Review work, quality, priorities and people Client manager with NP
Weekly )

signals support
Monthly Review team health, continuity and capacity l(é!ednt Spase; e NP em e
Quarterly Review total cost, model fit and scaling Sponsor, procurement and NP

© 2026 Nearshore Portugal nearshoreportugal.com
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COMMON MISTAKES

e Separate backlogs: they create different priorities and weaker accountability.

¢ One communication bottleneck: it slows decisions and blocks context
transfer.

e Consensus without a decision owner: discussion expands while
accountability becomes unclear.

e Meeting-heavy collaboration: it can hide weak documentation and unresolved
dependencies.

WORKING PRINCIPLE Use one backlog, one quality standard and direct access to
context across locations.
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Why NP improves the
economics of
technology capacity

Norway's rising employment costs and Portugal's lower labour-cost base
create a measurable advantage for client-led technology teams.
Employment costs continue to increase across the Norwegian sectors most

relevant to Nearshore Portugal.

THE NEARSHORE PORTUGAL ADVANTAGE

Nearshore Portugal gives Norwegian companies an operating route into the
Portuguese talent market. NP recruits and employs the professionals in Portugal
and manages local contracts, payroll, HR, retention and people operations. The
Norwegian client retains control of priorities, technical decisions, quality
standards and delivery.

This combination converts Portugal's lower employment-cost base into an
integrated capacity model. The advantage is not limited to a lower rate. It
combines access to Portuguese technology professionals with local employment
infrastructure, continuity and client-owned delivery.

MARKET-BASED ADVANTAGE Norwegian companies gain technology capacity in
a structurally lower-cost European market without transferring product or delivery
ownership. Nearshore Portugal provides the recruitment, employment and people-
operations infrastructure that makes this model practical.
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7 Compare scenarios
before selecting a
commercial model

The best option depends on time, continuity and risk rather than the lowest
nominal rate.

SCENARIO COMPARISON

TYPICAL TYPICAL
ADVANTAGE EXPOSURE

SCENARIO INCLUDE

Salary, employer cost,
recruitment, vacancy,
HR, turnover

Long search, scarce
seniority, high fixed
cost

Maximum local
integration

Local direct
hire

Rate, procurement,

Consulting onboarding, extensions, Fast specialist access, Higher rate and

knowledge transfer flexible duration supplier dependency

Team fee, client Second market, local Integration demand
NP-supported i

leadership, tools, travel, employment support, and exchange-rate
team b 7

FX, transition continuity movement
Outcome- Contract value, . Less direct control,

Provider owns a . .
based governance, change . . different commercial
: . defined service result :

supplier requests, transition risk

DECISION THRESHOLD Proceed when the downside case remains acceptable
and the client is willing to fund the management and integration work required for
quality.
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7 Run three cases
before you decide

Base, downside and expansion cases reveal whether the model holds up
under pressure.

CASE ASSUMPTION DECISION USE

Expected team, fee, start dates, travel and

Base Tests normal affordability
management effort
Downside Longer search, .wea.lker retention, higher Shows risk tolerance
FX, more coordination
. Larger team, different role mix, additional Tests whether scale improves
Expansion .
leadership or erodes value

BENEFITS THAT DESERVE A VALUE

e Vacancy delay avoided: value the roadmap, risk or service impact of an earlier
start.

e Continuity: value retained knowledge and lower repeated hiring effort.

 Management focus: include the time released by local employment
administration.

o Optionality: value the ability to scale, transfer or exit under agreed terms.

Avoid double counting: a faster start and avoided vacancy may describe the same benefit. Lower salary and lower team fee may
also overlap. Keep every benefit tied to one observable assumption and record who owns it.

© 2026 Nearshore Portugal nearshoreportugal.com
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European proximity
reduces friction but
does not replace buyer
control

Data roles, access, ownership and exit evidence should be visible before
mobilisation.

NORWEGIAN AND SECTOR OVERLAYS

o Digital Security Act: Norway's Act entered into force on 1 October 2025 and
implements NIS1 for covered essential and digital services. [11]

o DORA: the framework entered into force in Norway on 1 July 2025. Financial
institutions retain responsibility for ICT risk when activities are outsourced. [8][9]

e Manufacturing: separate enterprise IT from operational technology and define
plant-access, safety and supplier boundaries.

e Al and data: set approved tools, confidential-information rules, provenance,
human review and testing.

WORKING BASELINE Use client-controlled identities, repositories and technology
tools where practical. The client retains final risk acceptance while NP supports
agreed employment and people controls.

© 2026 Nearshore Portugal nearshoreportugal.com
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Manufacturing,
scaleups and fintech
present different
reasons to build

capacity

Sector relevance should guide the role brief and controls, not become a

generic sales claim.

Industrial data, connected operations,
Manufacturing  cloud platforms, infrastructure,
cybersecurity and support

Specialist product, platform, data and
Scaleups cloud capacity where hiring demand
grows quickly

Platform, data, cloud, infrastructure,
Fintech security, quality and support under
client governance

© 2026 Nearshore Portugal

IT/OT boundary, plant presence,
safety, vendor access and
operational ownership

Product-market fit, funding
horizon, management bandwidth
and changing role scope

DORA duties, auditability,
resilience, access and
independent risk ownership
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MANUFACTURING JUDGEMENT

Norway is investing in industrial digitalisation and allocated NOK 1 billion to Al
and digital research for 2025-2029. A nearshore team can support selected
digital layers, but it should not be positioned as a substitute for plant knowledge,
safety authority or hands-on operational support. [6]

SCALEUP JUDGEMENT

Statistics Norway found that Norway's share of high-growth firms declined
relative to Europe and highlighted skilled labour and long-term financing as
known barriers. Nearshoring can widen the talent search — it cannot solve
product-market fit, funding or weak leadership. [7]

FINTECH JUDGEMENT

Finanstilsynet received 313 ICT incident reports in 2025, including 299
operational incidents. Many were associated with change management. Extra
capacity is valuable only when it works inside robust change, testing and third-
party governance. [8]

SECTOR TEST Start with the business constraint and control environment. Then
define which remote-capable technology roles could address it under client
leadership.
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7 Begin with a well-
owned capability, not a

catalogue of
technologies

The practical limit is whether Portugal can provide the required evidence,

seniority and availability.

CAPABILITY ILLUSTRATIVE PROFILES
Product Front-end, back-end, full-stack,
technology mobile and architecture

Cloud, DevOps, SRE and platform

Cloud and platform .
professionals

Data engineering, analytics,

Data and Al ) :
machine learning and governance

Application, cloud, identity and

S security operations

Infrastructure and Systems, network, workplace and

support support engineering

Quality Test automation, performance and

engineering reliability

UX and Ul Res_earch, interface design and
design systems

Technology Team leads, architects and niche

leadership specialists

CLIENT LEADERSHIP

REQUIRED

Priorities, architecture and
release ownership

Platform roadmap, access and
operational standards

Data ownership, use cases,
quality and risk

Risk priorities, policy and final
acceptance

Service model, tools and
escalation

Quiality standards,
environments and release
gates

Customer access, product
roadmap and outcomes

Authority, organisation fit and
scope

SEARCH PRINCIPLE Name the need, client owner and evidence of quality. NP can
then test the Portuguese market and recommend the employment model.

© 2026 Nearshore Portugal
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7 Long-term teams
show the value of
continuity

These examples use our internal engagement records, reviewed in July 2026.
The strongest evidence in a nearshore relationship is team continuity as
business needs change. We can provide fuller context and reference
availability during the sales process.

11 FTE 5 FTE 12 FTE
Global Blue Infinitas Learning EnBW
Infrastructure and support - BOT - 5+ .NET and React - Dedicated Team - .NET Core, Vue, React and Azure - 4+
years 6+ years years
10 FTE 5 FTE 4 FTE
miiller x net RB2 OTRS
Multi-stack - Nearshore Hub - 6+ Microsoft Stack - B.O.T - 4 years Perl, Linux, Vue.JS - Dedicated
years Teams - 7+ years
WHAT THE ENGAGEMENT
PARTNERSHIPDEMONSTRATES WHAT TO EXPLORE WITH US
A multi-year infrastructure and Team evolution, service scope,
Global Blue i
support team using a BOT model governance and transfer path
Infinitas A focused engineering team retained  Team boundary, continuity and
Learning across a long roadmap integration
A larger multi-profile engineering Capability mix, technical leadership
EnBW . . :
team in the energy sector and security boundaries
; A nearshore hub supporting several Hub structure, scaling model and
muller x Net

technologies knowledge retention

A build-operate-transfer model
rb2 applied to e-commerce delivery at
smaller team scale

Digital Agency & E-Commerce
Development

A long-tenured, compact team
OTRS sustaining a specialized software Software Development
product
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" A credible partner
makes assumptions
easy to inspect

Use the checklist before price becomes the only visible difference.

FIVE RED FLAGS

e CV volume without role understanding: a large shortlist can hide weak
assessment.

e Unclear employer responsibilities: the proposal should state who manages
contracts, payroll, HR and support.

e Delivery claims from a talent partner: do not confuse employment support
with client-owned technology delivery.

e A saving promised before team design: cost depends on actual roles, fee and
retained client effort.

o Certifications as the main quality proof: quality still depends on candidate
evidence and client controls.

THREE FINAL CHECKS

CHECK PASS CONDITION

Need The business reason and required capability are clear
Ownership Product, technical, employment and risk decisions have named owners

Evidence Candidate quality and the operating model can be tested before scale

PROCUREMENT PRINCIPLE Compare the quality of the team-building and
employment model before negotiating the rate.
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Short answers for
Norwegian technology
and procurement
leaders

The final answer depends on the role, market conditions and the client's
environment.

Is Nearshore Portugal a software development company?

No. NP recruits and employs technology professionals and manages payroll, HR and retention. The client
owns delivery.

Is this project outsourcing?
No. The professionals join the client's organisation rather than accepting a provider-owned outcome.

Can we begin with one specialist?
Yes, when a receiving client team and manager already exist.

Do we choose the candidates?

Yes. Nearshore Portugal screens and interviews candidates and the client runs the final step to approve every
professional.

Who employs the professionals?
NP employs them in Portugal under the selected model and manages local payroll and HR.

Can NP find Norwegian speakers?
A targeted search is possible when language is material. Availability, level and cost must be tested.

© 2026 Nearshore Portugal nearshoreportugal.com
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Does nearshoring save money?

It can lower total employment and capacity cost. The result depends on the team, fee, vacancy time and client
management.

Can the team become ours later?

Yes, with delivery models as "Direct Hire" and "BOT".

Is the model GDPR compliant by default?

No. European location helps, but roles, access, providers and controls still require design.

Does DORA prevent fintech nearshoring?
No. It increases governance, contract, resilience and oversight expectations for in-scope firms.

How do we begin?
Start with a call to align on capability & role need.

© 2026 Nearshore Portugal nearshoreportugal.com
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7 Evidence behind the

decision

Public evidence is combined with NP's operating responsibilities and

published engagement information.

This whitepaper uses information checked on 23 July 2026. Most market

indicators refer to 2024 or 2025 and can be revised. NP's responsibilities are

defined here as recruitment, Portuguese employment, payroll, HR, retention and

local team support.

The national strategy's enterprise figure is a baseline indicator. Current public-

sector recruitment rates apply only to organisations that recruited or tried to

recruit ICT specialists. SSB earnings and labour costs are sector-level or

economy-wide context, not quotations for a specific role.
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