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' Key Takeaways

Engineering leaders do not have to choose between delivery speed and
engineering quality. The more important decision is selecting an operating
model that fits the organisation’s immediate need, management capacity and
desired level of long—-term ownership.

Quality and speed are not automatic opposites. They can coexist when candidate
selection is rigorous, responsibilities are explicit and engineers are integrated into the

client’s tools, workflows and technical direction.

The right model depends on the constraint. Staff Augmentation addresses urgent
capacity or a specialist gap. A Dedicated Team supports a sustained product roadmap.
Direct Hire is designed for permanent strategic roles. BOT creates an operation that will
transfer to the client. A Nearshore Hub establishes a scalable branded operation in

Portugal.

Launch times differ by model. Nearshore Portugal reports candidate profiles within 48—
72 hours after scoping. Dedicated Teams, Staff Augmentation, BOT and Direct Hire
typically take 6—-8 weeks to launch or complete a hire. A Nearshore Hub normally takes

8-20 weeks, depending on scale and infrastructure.

Technical direction and employment are separate decisions. The client usually retains
product and technical direction, while employment, HR and local operations vary across

the five models.

Published performance figures require context. Nearshore Portugal reports 30-50%
cost efficiency against Western European hiring and retention of 85-95%. These are
company-reported figures, not independently audited guarantees. Buyers should

request the baseline, measurement period and methodology.

© 2026 Nearshore Portugal nearshoreportugal.com
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PART 01

Delivery Models &
Partner Standards

. . L . Delivery models compared
Nearshore Portugal offers five distinct delivery Y P

models. They share access to Portuguese High-standards partner criteria
engineering talent but differ materially in who

employs the people, who manages delivery, how

quickly the model launches, and whether

ownership eventually transfers to the client.
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Delivery Models Compared

The five models should not be treated as interchangeable. Each separates team
structure, employment, operational responsibility, timing and ownership differently.

Dedicated Team

Best fit Long-term product roadmap
Who employs the team Nearshore Portugal
Client management effort Medium
Typical launch time 6—-8 weeks
Long-term ownership Provider-employed team, no planned transfer

Staff Augmentation

Best fit Urgent capacity or specialist gap
Who employs the team Nearshore Portugal
Client management effort High
Typical launch time 6—-8 weeks
Long-term ownership Provider-employed specialists, no planned

transfer

© 2026 Nearshore Portugal nearshoreportugal.com
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Delivery Models Compared (cont.)

Build-Operate-Transfer (BOT)

Best fit

Who employs the team

Client management effort
Typical launch time

Long-term ownership

Direct Hire

Best fit

Who employs the team
Client management effort
Typical launch time

Long-term ownership

© 2026 Nearshore Portugal

Future client-owned operation

Nearshore Portugal during build & operation,
then the client

Medium to high, increasing towards transfer
6—8 weeks to launch the initial operation

Full transfer of people, processes, systems and
assets

Permanent strategic or hard-to-find role

Client, from the first day of employment

High

Shortlist 1-4 weeks; hire completed ~6—-8 weeks

Client ownership from the start

nearshoreportugal.com
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Delivery Models Compared (cont.)

Nearshore Hub

Best fit Long-term Portuguese presence

Who employs the team Nearshore Portugal, with a possible later
transition if agreed

Client management effort Medium
Typical launch time 8-20 weeks
Long-term ownership Provider-employed operation; optional future

client structure

PLANNING NOTE

Timelines are planning ranges rather than guarantees. Role scarcity, seniority, interview speed,
notice periods, team size and infrastructure requirements can all change the actual start date.

© 2026 Nearshore Portugal nearshoreportugal.com
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What Defines A High-
Standards Nearshore
Partner?

A high-standards nearshore partner does more than supply CVs. It makes the

008

operating model explicit, screens candidates against defined requirements, and clarifies
responsibility for employment, delivery, HR, compliance and long-term ownership before
work begins.

For Dedicated Teams and Staff Augmentation, engineers work inside the client’s
product organisation, using its tools, ceremonies and technical direction. Nearshore

Portugal remains the employer and handles contracts, payroll and local HR support.

BOT and Nearshore Hub arrangements include a broader operational layer. Nearshore
Portugal can support local infrastructure, HR, compliance, facilities and governance
while the client retains product and technical leadership. Under BOT, the destination is
full client ownership after an agreed build-and-operate period. Under a Nearshore Hub,

a later client entity or transition is optional rather than automatic.

Direct Hire is different again. Nearshore Portugal identifies and assesses candidates, but
the selected person becomes the client’s employee — there is no continuing managed-

team service after placement beyond the agreed hiring support and guarantee.

An integrated technical relationship does not mean every model has
the same employment or operational structure.

© 2026 Nearshore Portugal nearshoreportugal.com
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PART 02

Why Nearshore, And
Which Model Fits

. . . . Why leaders use nearshore models 010
Recruitment pressure is a major driver of

nearshore adoption across Europe. This part Which model fits which requirement 011
examines why engineering leaders turn to

nearshore models, then maps each of the five

models to the specific business constraint it

solves.
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Why Engineering Leaders Use
Nearshore Models

Eurostat reports that 57.5% of EU enterprises that recruited or tried to recruit
ICT specialists in 2023 had difficulty filling those vacancies — a figure that
applies only to enterprises that recruited or attempted to recruit ICT
specialists, not to all EU businesses.

The operational consequences can include delayed roadmap work, overloaded internal
teams and gaps in specialist capabilities. A nearshore model can shorten access to
relevant talent, but speed only creates value if the organisation can integrate and direct
the additional capacity.

COMMON REASONS FOR USING THE MODELS

Closing a specialist gap. Staff Augmentation can add an engineer in areas such as

DevOps, data, cybersecurity or quality assurance without establishing a separate team.

Supporting a sustained roadmap. A Dedicated Team creates exclusive capacity with a

tailored mix of roles and seniority.

Hiring a permanent leader or specialist. Direct Hire suits internal roles for which
employment ownership from day one is important.

Building an operation for eventual ownership. BOT reduces the initial setup burden while

creating a planned route to full transfer.

Establishing a larger Portuguese presence. A Nearshore Hub combines people,

workplace and local operations in a branded delivery centre.

Nearshoring will not resolve unclear product ownership, weak
engineering leadership or an organisation that lacks onboarding
capacity. In those circumstances, adding people may increase
coordination costs before it improves delivery.

© 2026 Nearshore Portugal nearshoreportugal.com
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Which Delivery Model Fits Which
Requirement?

DEDICATED TEAM — STABLE CAPACITY FOR A LONG-TERM
ROADMAP

A Dedicated Team is appropriate when a company needs several complementary roles
focused exclusively on its product or platform over a sustained period. The client owns
the roadmap, architecture and day-to-day technical direction; Nearshore Portugal
employs the team and provides recruitment, contracts, payroll, HR support and ongoing

governance.

The model typically requires medium client management effort. Nearshore Portugal
reports a typical launch time of 6—8 weeks, with team composition and commercial

terms agreed for the engagement.

STAFF AUGMENTATION — URGENT CAPACITY OR A SPECIFIC
SKILL

Staff Augmentation places one or more specialists inside an existing client team. It is
the most suitable model for an urgent capacity gap, a niche skill, or temporary and
variable demand. The client retains full delivery accountability, including onboarding, task
direction, code review and performance feedback.

Profiles are reported within 48—72 hours after requirements are aligned; onboarding
typically takes one to two weeks, with most engagements operational within 6-8

weeks from initial contact.

© 2026 Nearshore Portugal nearshoreportugal.com
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BUILD-OPERATE-TRANSFER — AN OPERATION INTENDED TO
BECOME YOURS

BOT suits organisations that want a permanent engineering operation in Portugal
without establishing the entire employment and operational structure on day one.
Nearshore Portugal builds the team and local operation, then transfers the agreed

people, processes, systems and assets to the client.

The initial operation can launch in approximately 6—8 weeks; the broader build-and-
operate period usually lasts 12—24 months, with transfer against agreed readiness
milestones rather than an arbitrary date.

DIRECT HIRE — PERMANENT EMPLOYMENT FROM DAY ONE

Direct Hire is recruitment rather than a managed delivery service. It is appropriate for
strategic internal roles, engineering leadership and hard-to-find specialists who should
become permanent client employees. Nearshore Portugal provides market mapping,
sourcing, screening, interview coordination and offer support; the client makes the final
decision and assumes payroll, employment compliance, retention and management

responsibilities.

The published timeline is a shortlist within 1-4 weeks and a completed hire within
approximately 6—-8 weeks. Because the candidate joins the client’s payroll, the client
needs a legally compliant employment arrangement for Portugal, confirmed before

recruitment begins.

© 2026 Nearshore Portugal nearshoreportugal.com
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NEARSHORE HUB — A SCALABLE BRANDED OPERATION IN
PORTUGAL

A Nearshore Hub is intended for mature scale-ups, enterprises and multi-product
technology companies seeking a long-term Portuguese presence. It extends beyond
staffing by combining dedicated people, workspace, local infrastructure, HR support and
operational oversight. The client leads strategy, product and technical delivery;

Nearshore Portugal supports the local operation and governance.

A typical Hub starts with 5—10 people and can scale to 25, 50 or 100+. Nearshore
Portugal reports an 8—20 week launch range, depending on team size, complexity and
workspace requirements. The team remains provider-employed unless the parties later

agree a different structure — ownership transfer is not automatic as it is under BOT.

Technical direction Retained by the client across all five
models

What varies by model Employment, HR and local
operations

© 2026 Nearshore Portugal nearshoreportugal.com
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PART 03

Execution, Choice &
Trade-Offs

. .. . Quality and speed approach
A high-standards partner is judged by its process, Y P PP

not only its roster. This part covers how Choosing the right model
Nearshore Portugal approaches quality and speed, Trade-offs before signing
a practical framework for choosing the right
model, and the trade-offs every buyer should

weigh before signing.
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How Nearshore Portugal
Approaches Quality And Speed

Nearshore Portugal’s model is based on structured sourcing and direct client
involvement in selection. The company reports that candidates are assessed for
technical skills, seniority, English proficiency and cultural fit; clients interview and

approve candidates before they join.

A 2 ©
48-72 hrs 85-95% 30-50%

Candidate profiles after scoping Reported retention Reported cost efficiency vs.
alignment Western Europe

COMPANY-REPORTED — NOT INDEPENDENTLY AUDITED

These figures should be treated as company-reported indicators. Before
relying on them in a business case, ask which models they cover, the period
measured, the number of people or engagements included, and the cost
baseline used. A quick CV response is not the same as time-to—productivity,
which depends on the client’s codebase, access, documentation and
management capacity.

© 2026 Nearshore Portugal nearshoreportugal.com
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How To Choose The Right Model
And Partner

01  Diagnose the actual constraint

Determine whether the immediate problem is general capacity, a specific skill, a permanent
strategic role, a sustained workstream or the need for a complete operation. Starting with a

preferred commercial model can result in the wrong level of commitment.

02  Separate technical control from employment responsibility

Clarify who owns product priorities, architecture, delivery management, performance
management, payroll, HR and compliance. Statements such as “you retain control” are too

vague unless these responsibilities are documented separately.

03  Match the model to management capacity

Staff Augmentation and Direct Hire require substantial internal management. A Dedicated
Team still needs active product and engineering leadership. BOT and Nearshore Hub
arrangements add operational support but do not remove the client’s responsibility for
technical direction.

04  Use a model-specific timeline

Ask what the stated timeline represents: first profiles, accepted offer, first engineer starting,
complete team onboarding, or a fully functioning local operation. Compare providers on the

same milestone.

© 2026 Nearshore Portugal nearshoreportugal.com
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05  Confirm employment and entity requirements

Determine who employs each person during every stage and what must change if ownership
transfers. For BOT, agree the transfer conditions and destination structure early. For Direct Hire,
confirm the client’s compliant Portuguese employment setup before launching the search.

06  Test the long-term destination

If permanent ownership is the goal, Direct Hire or BOT may be more suitable than a provider-
employed Dedicated Team. If the goal is a branded presence with operational support but no
predetermined transfer, a Nearshore Hub may be the better fit.

07  Compare total cost, not only rates

Include sourcing, onboarding, management effort, employment administration, infrastructure,
turnover, rework, transfer costs and the cost of delayed contribution. The lowest headline rate
does not necessarily produce the lowest cost of useful capacity.

08  Verify performance claims

Request the measurement method behind retention, time-to-hire, cost savings and delivery
outcomes. Where possible, review comparable client examples and speak to references using
the same delivery model.

© 2026 Nearshore Portugal nearshoreportugal.com
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Trade—-Offs To
Evaluate Before Signing

No model removes responsibility. It reallocates it.

018

A Dedicated Team provides continuity and exclusivity, but still depends on active client
leadership.

Staff Augmentation offers high flexibility, but places the greatest day-to-day integration
burden on the client.

BOT creates a clear ownership destination, but introduces transfer planning,

organisational change and long-term commitment.

Direct Hire provides immediate employment ownership, but the client assumes
employment risk and retention responsibility from the start.

A Nearshore Hub supports scale and local presence, but remains provider-dependent

unless a later transition is agreed.

The correct choice is therefore not the model promising the least effort. It
is the model whose responsibilities, duration and ownership path match
the client’s actual operating plan.

© 2026 Nearshore Portugal nearshoreportugal.com



CONCLUSION NEARSHORE PORTUGAL

019

' Build The Right Engineering
Structure With Nearshore Portugal

The starting point should be the business constraint and intended destination
— not a generic headcount target.

Choose Staff Augmentation for targeted or variable capacity, a Dedicated Team for a
sustained roadmap, Direct Hire for permanent internal employment, BOT for a planned
transfer, and a Nearshore Hub for a scalable Portuguese operation with continuing local
support. Before choosing, confirm the delivery responsibilities, employment model,
launch milestone, management effort, commercial terms and long-term ownership

path in writing.

48-72h 6-8wk 8—-20wk

Company-reported planning Typical range for Dedicated Typical range for a Nearshore
range for first profiles Team, Staff Aug., BOT and Direct Hub launch
Hire

© 2026 Nearshore Portugal nearshoreportugal.com



FAQ NEARSHORE PORTUGAL

020

Frequently Asked
Questions

Which model provides client ownership from the first day?

Direct Hire, because the selected candidate joins the client’s payroll immediately. In the other
models Nearshore Portugal initially employs the people; BOT transfers ownership later under the

agreed plan.

Do we need a Portuguese legal entity?

Dedicated Teams, Staff Augmentation and Nearshore Hubs do not require a client entity at
launch. BOT requires an appropriate client structure by the transfer stage. Direct Hire requires a
compliant arrangement allowing the client to employ the person in Portugal.

Are Nearshore Portugal’s cost, retention and timing figures independently verified?

No independent audit is referenced on the public pages reviewed for this report. The cost
efficiency, retention and timing ranges are company-reported. Buyers should request the
underlying methodology and comparable case data before using them in financial or delivery
planning.

What is the difference between a Dedicated Team and Staff Augmentation?

A Dedicated Team is a tailored group working exclusively on a sustained roadmap. Staff
Augmentation adds individual specialists to an existing team for a capacity or skill requirement.
The client directs delivery in both, but Staff Augmentation normally requires more day-to—day
management.

ABOUT THIS REPORT

Prepared by the Nearshore Portugal editorial team using the company’s current
delivery-model information and publicly available European labour-market
statistics. Company-reported performance figures are identified as such and
should be evaluated against the requirements of each engagement.

© 2026 Nearshore Portugal nearshoreportugal.com
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