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Outsourcing's not dead - but the old model is
Moving towards Al-driven outSourgingSes .
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The Future of Outsourcing

1. Overview

This is not a eulogy on the legacy of
outsourcing, but an outlook into its future.
Not long ago many were speculating about
the death of traditional outsourcing.’
Emerging technology such as Artificial
Intelligence (Al) started enabling
organizations to cost-effectively perform
tasks and processes in-house that, up
until that point, were outsourced and off-
shored. Yet, outsourcing is not in decline

- only the old model is. Al is about to set
the stage for a comeback. Today, future
-ready Al-enabled outsourcing is shifting
from labor cost arbitrage to providing
access to sought-after capabilities such

as Al engineering, data, and integration.
Enterprises that adopt this approach as
part of their future operating model benefit
from accelerated speed, quality, and
flexibility as future Operate core values.

2. What's the problem with today’s outsourcing?

With the rise of Al as an emerging
technology to revolutionize workflows,
processes, data across enterprises,
traditional outsourcing's value proposition
of cutting cost, labor arbitrage, and
scalability are changing dramatically.

As of today, 34% of companies are
already starting to use Al to “deeply
transform their businesses” and 30%
more are “redesigning key processes
around Al”, marking a significant
change in the economics of work?.
Thus, the foundation on which traditional
outsourcing was built on is beginning

to move. Al introduces digital workers,
copilots, and autonomous agents that can
execute, coordinate, and optimize work,
rendering labor arbitrage increasingly
less important.

Recently, businesses have started

to integrate Al at the heart of their
organization and move beyond
experimental Al tool usage and isolated
pilots. For first movers, this strategic
shift is a pivotal moment to accelerate
organizational speed and agility, unlock
productivity gains, and sharpen the
competitive edge for tomorrow’s markets
today. Relying on cost-efficient Al agents,
chatbots, workflows for digital, repetitive,

rule-based processes also enables the
“back sourcing” of work for customer
service, IT support and help desk, BPO,
and specific IT development.

This raises a fundamental question: does
the work need to be outsourced externally
at all? The answer is yes - but it will need to
look different from the old model. In fact,
there is no time to waste when it comes

to making the shift to the new world. As a
2025 Gartner® Survey projects for the year
2030, “ClOs expect that 0% of IT work will
be done by humans without Al, 75% will
be done by humans augmented with Al,
and 25% will be done by Al alone™,
which puts organizational readiness

at the top of ClO's agendas.

At the same time, Gartner® predicts that
more than 40% of today’s Agentic Al
projects will be cancelled by the end of
2027 as they fail to deliver on the expected
business value when implemented at scale
with exploding costs and unmanageable
complexity.*

To keep pace with shifting markets

and technology, outsourcing must

plug into Al workflows that run the IT
department across all floors to remain
relevant. At the same time, building hybrid

To help organizations unlock their

full potential, we have identified six
strategic moves on the path to Al-driven
outsourcing. Introducing these moves

to future operating models, partnership
arrangements, and commercial constructs
will transcend the traditional cost cutting
paradigm while driving long-term efficiency
gains across the enterprise.

workforces while taking the Al readiness
and investment risks from organization’s
desks will become a key component

of outsourcing's value proposition. To
outsource Al-enabled delivery directly
implies transferring investments and
corresponding contingencies that are
inherent to Al to external partners:

Developing Al solutions and
infrastructure

Running, maintaining and
decommissioning systems

Building skill, capabilities and
managing the change

Taking care of data quality, availability
and flows of information

Establishing governance, guardrails
and steering

Setting up security, cyber defense
and auditability

Handing over this massive overhead

to innovative, scalable outsourcing
partners that are capable of taking over
responsibility provides an excellent
opportunity for organizations to adopt
Al's vast potential and generate significant
long-term value, while keeping peace of
mind in terms of investment and risk.

"Boris Kontsevoi: Outsourcing Is Dead - Long Live Outsourcing, in: Forbes Technology Council (23 March 2021), URL: https://www.forbes.com/councils/forbestechcouncil/2021/03/23/outsourcing-
s-dead-long-live-outsourcing/; The trouble with outsourcing, in: The Economist (30. July 2011).

2State of Al in the Enterprise. The untapped edge, Deloitte (January 2026), URL: https://

Gartner Survey Finds Al Will Touch All IT Work by 2030, in: Gartner.com (10. November 2025), URL: https:/

zone3/us/en/docs/

/newsroom/press-releases/2025-11-10-¢

artificial-intelligence-will-touch-all-information-technology-work-by-2030
“Gartner Predicts Over 40% of Agentic Al Projects Will be Canceled by End of 2027, Gartner.com (25. June 2025), URL: https://www.gartner.com/en/newsroom/press-releases/2025-06-25-gartner
predicts-over-40-percent-of-agentic-ai-projects-will-be-canceled-by-end-of-2027
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The Future of Outsourcing

3. Six strategic moves into the future of Al-enabled outsourcing

Moving outsourcing from its traditional
position as a cost-cutting commodity to

a multi-layered Al value driver will require
enterprises to increasingly rely on external
partners to deliver complex capabilities
that cannot be efficiently built and
replicated in-house.

In that sense, outsourcing is not
doomed for extinction but will become a
primary vehicle for adopting and scaling
Al-enabled transformation, particularly
in scenarios where capabilities, speed, and
risk-sharing matter more than cost alone.

Six strategic moves will help organizations
set up their outsourcing strategy for
success and turn Operate into a
business partner that supports core
decision-making, agile steering and creates
measurable business value rather than
fulfilling Service Level Agreements (SLAs)
only. Let's explore.

3.1. Enabling hybrid delivery:

Al agents with human expertise

The future operating model is hybrid by
design. Al agents automate standardized,
high-volume tasks, while humans focus
on orchestration, complex judgment,
integration, and governance. Gartner's
25%-75% split is a first milestone -
expected in 2030 - but certainly not the
end of the story. This hybrid workforce
requires a shift from FTE-based delivery
to outcome-based models and from static
processes to continuously optimized
Al-driven workflows.

Deloitte perspective: Leading providers

will differentiate through Al-native

delivery models, combining automation,
orchestration, and domain expertise into
managed outcomes - an increase in quality,
customer proximity and higher efficiency,
rather than managed capacity.

3.2.Seeing Al transformation and
outsourcing as complementary

Al transformation is essential to sharpen
tomorrow’s competitive edge, yet it does

not replace outsourcing. As Deloitte’s
2026 "State of Alin the Enterprise” report
shows, 30% of organizations are already
reinventing and rationalizing processes
through Al to modernize their operating
model. However, it is still more effective to
scale repetitive, routine non-core activities
via Al-enabled outsourcing without
“reinventing the wheel".

Deloitte perspective: High-performing
enterprises will adopt a dual
transformation model combining Al-driven
core transformation with Al-enabled
outsourcing for non-core and scalable
capabilities to unlock full efficiency gains
by relying on providers’ agentic workflows.
Handing over certain capabilities in a
business process as a service (BPaaS)
model to third parties significantly reduces
volatile in-house cost for Al infrastructure,
tokens, skill, development, governance,
maintenance, and security / compliance.

3.3. Making governance, risk, and
trust define success

Al-enabled outsourcing introduces new
risk dimensions including loss of control
over data and decision-making, black-box
models, and compliance risks. Governance
and security become prerequisites and
demand for fully integrated approaches.
A recent Deloitte survey has shown that
77% of companies “say the location of Al
development” and “Al solution’s country
of origin” are key factors for “vendor
selection decisions” °, which also extends
to outsourcing engagements and Al
sovereignty of providers.

Deloitte perspective: Winning models

will rely on end-to-end Al governance
frameworks, transparent and auditable
systems, and integrated risk, compliance,
and security controls. Trust becomes

a key differentiation factor. Regulatory
requirements will also affect the traditional
shoring mix and emphasize location of

Al infrastructure and datacenters over
location of work.

3.4. Recognizing the paradigm shift:
Al is not always cheaper

Al-based services often follow token-
based pricing models, which means that
costs scale with demand rather than
decrease with volume. Taking potential
future token price increases into account
suggests Al does not automatically lead to
cost reduction in large-scale outsourcing
scenarios. Cost is highly dependent on
supplier’s agent efficiency.

Deloitte perspective: Al currently echoes
the cloud hype cycle. Cloud’s key learnings,
that it's not about cost, but about value,
productivity, quality, speed and flexibility
are to a large degree transferable to the
Al-outsourcing nexus. For developing a
transparent commercial model that is
robust and dependable in the mid- to long-
term, governance and transparency are
key to monitoring token consumption cost,
infrastructure spend, as well as regulatory
overhead. The shift from people to agents
cannot be measured with the same

pricing sheet.

3.5. Reimagining traditional

shoring models

Al decouples service delivery from
location, reducing dependency on labor-
intensive offshore models. Capabilities
and proximity gain importance and re-
shuffle the traditional shoring mixes that
the outsourcing market has established
over the past decades. When comparing
delivery locations and shoring models,
costis no longer the predominant

KPI (just like with cloud). Al outsourcing
location advantages will be measured in
multi-layered terms that require diversified
and distributed models and approaches.

Deloitte perspective: Future delivery
models will combine onshore, nearshore,
and offshore capabilities in a capability-led
global delivery network. Future shoring
decisions will be driven by capability, data
location, regulatory aspects, sovereignty,
rather than by labor cost only.

*State of Al in the Enterprise. The untapped edge, Deloitte (January 2026), URL: https://www.deloitte.com/content/dam/assets-zone3/us/en/docs/services/consulting/2026/state-of-ai-2026.pdf
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3.6. Shifting toward “3rd generation
Al driven outsourcing”

The outsourcing landscape is entering

a significant transition phase. Adoption
accelerates as Al solutions become more
mature and governance frameworks
become operational. This shift towards
autonomous execution implies that

decision-making, and intelligence
outsourcing will put the emphasis

on business outcomes as the Key
Performance Indicator (KPI) to measure
providers against.

Deloitte perspective: Moving from
labor arbitrage to industrialization

4. Outlook: What's next - and what's after that?

Outsourcing is back-with a value
proposition that is more diverse

and powerful than ever. By selecting
outsourcing models that are built

on the six strategic moves outlined

in this Point of View (PoV), organizations
can augment their Al transformation
roadmaps and generate synergies

that would be hard to replicate

fully in-house.

Relying on innovative and trusted
Al-enabled partners will boost
resilience, readiness to change,

and distribute Al-related risk as well as
investment more evenly.

But what's next? What's on the horizon?
The shift to capabilities, value and
business partnering as well as agility and
speed is but the first step. To go beyond,
future partnership models might extend
to setting up strategic joint ventures

to co-develop agentic solutions,

create a business case and go-to-
market models to commercialize

the jointly developed solutions accordingly

and now towards Al-driven, outcome-
based outsourcing models will redefine
provider landscapes and reshape

client expectations. Success, value, and
impact will significantly re-shape the
way outsourcing quality and delivery
effectiveness is perceived, tracked, and
related to business and IT performance.

And what worked for the traditional
delivery center can be adopted in a fully
Al-enabled partnership model:
Establishing “Build-Operate-Transform
-Transfer” (BOTT) models for agentic
workforces and Al solutions that will

be externally developed, operated

and eventually back-sourced will

help organizations grow their own Al
powerhouses without taking the risk.

So, what's next? Amplified performance
enabled by Al, delivered together.
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