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WHAT’S INSIDE

Two companies made the same bet: building software with an outside team. The result:

each one reached opposite endings. The difference wasn’t cost, and it wasn’t where the

engineers sat. This guide is about what the difference actually was.
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practice
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including us
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10 Why Blue Coding Is Your
Ideal Nearshoring Partner
The vetting checklist in Section 08,

applied to us
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S EC T IO N 01

Why This Decision Is Harder Than It Looks

The Premise

Nearshore, offshore, and in-house aren’t three price points on a menu. They are

three operating models with different tradeoffs in speed, collaboration, IP risk, and

the management capacity they demand from you.

When The Walt Disney Company set out to modernize its

parks, resorts, and digital experiences, it didn’t keep all the

engineering in California. For more than a decade it has

worked alongside Globant, an Argentine software firm and

nearshore partner operating in time zones that overlap the

U.S. workday. The relationship became substantial enough

that Disney reportedly accounts for a meaningful share of

Globant’s revenue. The work sits close enough, in both hours

and culture, to operate like an extension of Disney’s own

teams rather than a vendor at the end of an email chain.

Now contrast Hertz. In 2016 it handed a full website-and-app

rebuild to a distant consultancy on a manage-it-for-us basis. By 2018 the contract was

terminated, and Hertz later sued to recover more than $32 million it had paid, alleging it

never received a working product. (The consultancy called the claims meritless.) Same

category of decision, build with an external team, opposite outcome.

The deciding variable wasn’t cost, and it wasn’t simply geography. It was fit and

ownership: whether the operating model matched the work, and whether someone on the

inside stayed close enough to steer it. A cheap distant team turns expensive when

Disney & Globant

More than a decade of work with an Argentine

nearshore partner in overlapping time zones. Close

enough, in hours and culture, to operate like an

extension of Disney’s own teams.

Hertz & a distant consultancy

A full rebuild handed off on a manage-it-for-us

basis in 2016. Terminated by 2018, followed by a

suit to recover more than $32 million, with no

working product delivered.
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communication slows delivery. A premium in-house team becomes a bottleneck when hiring

stalls. Even a well-priced nearshore partnership unravels without clear internal leadership.

The pages ahead break those tradeoffs down and give you the tools to pressure-test any decision,

including a decision to work with us.
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S EC T IO N 02

The Three Models, Side by Side

The Models

In-house, offshore, and nearshore hiring differ across hiring cost, talent location, IP

risk, and cultural alignment.

13.2%
Tech has historically carried one of the highest turnover rates of any

sector: 13.2% in LinkedIn’s 2017 data. In more recent estimates it sits in the

13–18% range.3

In-house U.S. employees

Developers are direct employees based in the U.S., working in your time zone and absorbing your culture,

processes, and communication systems firsthand. It’s the default for most companies and usually the

most expensive.

STRENGTHS

+ Deep institutional knowledge. From continuous

exposure to product history, technical decisions,

and long-term strategy.

+ Cultural alignment. The same organizational

environment and business context every day.

+ Strongest IP control. Access to sensitive systems

stays under tight organizational and legal control.

DRAWBACKS

− High cost. In major U.S. tech hubs, senior

engineer base pay commonly runs $180K–$200K

before overhead, benefits, payroll taxes,

equipment, and equity. 1

− Slow hiring. Recruiting, interviewing, and

retaining top local talent is competitive and time

intensive.

− Costly turnover. Gallup puts the cost of replacing

an employee at one-half to two times annual

salary; for specialized technical roles it lands

around 80%, and for senior engineers the ramp-

up lag pushes the real number higher once you

count lost velocity during the 30–90 days a

replacement takes to reach full output.2
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Offshore Large time-zone gap

Developers in countries with large time zone gaps (India, Southeast Asia, parts of Eastern Europe), often

via agencies or distributed contractors. Usually the most cost-efficient model, and best for well-

defined, process-driven, async-friendly work where requirements are stable and collaboration intensity

is low. It’s also the model most vulnerable to coordination friction when managed poorly.

STRENGTHS

+ Lowest labor cost. Salaries can run well below

U.S. levels, with reported savings up to ~70%.4

+ Large, deep talent pools across specialized skills.

+ Round-the-clock cycles are possible when work

hands off across time zones.

DRAWBACKS

− Time zone misalignment slows real-time

feedback and agile execution.

− Higher coordination overhead. Ambiguity

compounds fast in async environments.

− Weaker product context when teams are

excluded from ongoing product conversations.

− Communication friction from differences in

language, work culture, and norms.

Nearshore The middle ground

Developers in nearby countries with heavy time zone overlap for U.S. companies, typically Latin

America. Teams work your hours, which makes collaboration easier. Nearshoring is the middle ground:

offshore-style savings with in-house-style collaboration.

STRENGTHS

+ Real-time collaboration. Overlapping hours

mean engineers, managers, and product workers

can work together live, with no overnight waits.

+ Meaningful cost efficiency while keeping access

to skilled talent.

+ Strong talent markets across Brazil, Mexico,

Colombia, Argentina, and beyond.

+ Cultural alignment. Communication styles and

work norms sit closer to U.S. practice.

DRAWBACKS

− More expensive than offshore. A premium, yet

less costly than in-house, for collaboration

efficiency and time zone alignment.

− Smaller pools in niche specialties than the

global offshore market.

− Still requires management. Onboarding,

communication systems, and leadership

involvement don’t disappear.

− Vendor quality varies widely. The market has

grown fast; recruiting and vetting rigor differ

sharply.
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THE THREE MODELS AT A GLANCE

DIMENSION IN-HOUSE NEARSHORE OFFSHORE

Hiring cost Highest Mid, premium over

offshore

Lowest

Talent location United States Latin America India, SE Asia, parts of

Eastern Europe

Time zone overlap Full Heavy Large gap

Real-time

collaboration

Native Live, same working hours Async, overnight waits

IP control Strongest Contract- and jurisdiction-

dependent

Contract- and jurisdiction-

dependent

Cultural alignment Same organization

daily

Close to U.S. practice Friction from language and

work norms

Best suited to Core, long-horizon

ownership

Ambiguous, collaboration-

heavy work

Well-defined, stable,

async-friendly work

Summarized from the model descriptions above. Every cell restates a tradeoff named on this spread rather than

introducing a new claim.
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S EC T IO N 03

Does the LATAM Talent Actually Run Deep?

Talent Depth

“Access to strong talent” is easy to claim and easy to doubt. Here is an overview of

the shape of the market, so you can judge it rather than take it on faith.

2M+
Technology professionals

Industry estimates put Latin America’s technology

talent pool at more than 2 million professionals,

replenished by roughly 200,000+ STEM graduates a

year.5

700K+
Developers in Brazil alone

Brazil alone has an estimated 700,000+ developers,

among the largest developer populations in the

world, with sizable markets also in Mexico,

Colombia, and Argentina.5

The stacks map onto U.S. product
work

The common stacks map directly onto U.S. product

work: JavaScript/TypeScript, Python, React, Node.js,

and cloud tooling.5

English proficiency is measurable

On communication, Argentina consistently ranks

highest in LATAM on the EF English Proficiency

Index, with several other markets rated “high.”6
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Talent-pool counts come from staffing-industry reports rather than government census data, and

estimates vary by methodology. What holds across sources: the market is large, growing, and

concentrated in the stacks U.S. teams use. Treat any single headline number as an order-of-

magnitude signal.
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S EC T IO N 04

The Real Cost Comparison

The Economics

Offshore wins on rate card. That’s not in question, and if the decision were only

about rates, this section would end here. But the rate card isn’t the total cost.

The gap between the sticker price and the real cost is coordination: the meetings that don’t

happen live, the specs written to cover for conversations you can’t have, the clarifications

that wait until tomorrow.

The model below compares the fully loaded 12-month cost of one senior engineer. The

dollar figures are an illustrative framework, not a benchmark. Swap in your own salary

bands and coordination-hours estimate. The point is the structure: offshore’s rate advantage

is real but partly eaten by coordination cost, which is exactly where nearshore claws value

back.

ILLUSTRATIVE 12-MONTH COST OF ONE SENIOR ENGINEER

COST LINE IN-HOUSE (U.S. HUB) NEARSHORE OFFSHORE

Base salary $190,000 ~$103,000 ~$60,000

Overhead / benefits / equipment (~30%) $57,000 in vendor rate in vendor rate

Annual coordination cost (illustrative) low ~$8,000 ~$28,000

Illustrative fully loaded cost ~$247,000 ~$111,000 ~$88,000

Management overhead isn’t about how good the engineers are, it’s about the
cost of ambiguity. With a nearshore team, an unclear ticket costs me a five-
minute Slack huddle. With an offshore team, that same ticket costs a written
spec, an overnight wait, and sometimes a second round trip. Multiply that by
every ambiguous ticket in a sprint and you see where the ‘cheaper’ model
gets expensive. None of it shows up on the rate card.”

Gabriel González
Software Engineering Manager, Blue Coding

“
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Coordination cost = extra tech-lead / PM hours spent unblocking the engineer, at a blended internal rate. Replace all

figures with your own.

On rate card, offshore looks ~15% cheaper than nearshore. Once coordination cost is

included, that gap narrows sharply, and for collaboration-heavy work it can invert. Against

in-house, both distributed models cut costs dramatically; the choice between them is really

a choice about how much real-time collaboration your work demands.

30–40%

Typical net total cost savings

Based on Blue Coding’s placement data, engineers

in markets like Argentina cost roughly 45% less

than comparable U.S. talent, and after

management time and overhead, U.S. companies

typically net 30–40% total cost savings hiring from

LATAM. External industry analyses report LATAM

salary savings in a broadly similar-to-wider band

(often cited at 50%+ on salary alone).4
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S EC T IO N 05

Five Questions to Size Up Your Situation

Fit

A seed-stage startup validating product-market fit has different needs from a

Series C company scaling multiple teams. The right model isn’t universal, it’s

contextual.

1 How much real-time collaboration does the work need?

The more ambiguous and fast changing the work, the more costly coordination delays become. A one-day

delay on a maintenance bug may be fine. A payment bug during a launch that waits overnight for

clarification means failed transactions and a growing support backlog. Offshore suits clearly scoped, async-

friendly work; nearshore buys back time zone overlaps when engineers need constant contact with

product, design, and leadership.

2 How complex is the project?

Building an internal dashboard differs from designing multi-tenant FinTech architecture or rebuilding

critical infrastructure without downtime. Complex work brings evolving requirements, emerging edge

cases, and the need for quick clarifications, all harder with little working-hour overlap.

3 What stage is your company in?

The value nearshore delivers shifts with your stage, but it doesn’t disappear as you grow. An early-stage

team racing to ship an MVP prioritizes speed, runway, and execution leverage while they chase product-

market fit. Scaling and mature companies use it differently: augmenting established teams, standing up

dedicated squads for new initiatives, sourcing specialized skills that are scarce or expensive to hire locally.

4 What are your security and compliance requirements?

A consumer app has relatively flexible workflows around data handling. A healthcare platform handling

patient records or a fintech processing payments operates under stricter constraints, which raises the bar

on access controls, jurisdictional enforceability, IP protection, and your partner’s security maturity. Every

industry can be served by nearshore teams, including the most regulated ones.

5 Do you have the internal management capacity?

Top talent still needs direction. Nearshore and offshore work best when you already have a CTO or lead

who can own architecture, break down work, delegate, and hold quality across a distributed team.

Without that, they’re a poor fit regardless of talent.
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S EC T IO N 06

IP, Data Protection, and Legal Risk

Legal & IP

IP and data protection are two things that usually get people confused. Personal-

data protection (does a country’s privacy regime meet a recognized standard) is

not the same as IP-assignment enforceability (does your engineers’ work reliably

become your property). A country can be strong on one and weaker on the other.

Three factors decide whether your IP is really protected: jurisdiction, contract structure,

and your vendor’s practices.

Jurisdiction matters
An NDA or IP-assignment clause is only as strong as the legal system enforcing it. LATAM’s

leading markets have modernized substantially, with several now operating GDPR-aligned

frameworks and active enforcement authorities.

COUNTRY
GDPR-

EQUIVALENT
IP-ASSIGNMENT ENFORCEABILITY

Uruguay Yes Strong. EU adequacy since 2012. IP assignments reliably upheld in properly

structured agreements.

Argentina Yes Moderate to strong. EU adequacy since 2003. On the USTR Priority Watch

List for IP-enforcement gaps, so U.S. governing-law clauses are

recommended.

Brazil Yes Moderate to strong. EU–Brazil mutual adequacy finalized January 2026; the

LGPD sets a strong baseline. Local employment contracts are needed for

enforceable IP transfer.

Chile Yes Strong. Recent reforms extend IP protection; among the most advanced

LATAM jurisdictions for privacy. (On the 2025 USTR list chiefly over

pharma/copyright, not software IP.)

Colombia Yes Moderate to strong. Active Data Protection Authority and a data-protection

law since 2012. Contract specificity is essential.

Mexico Yes Moderate. Newly moved onto the 2025 USTR Priority Watch List. U.S.

governing law recommended for software agreements.
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How other regions compare

In Eastern Europe, EU members like Poland, Romania, and the Czech Republic operate under

GDPR with well-developed IP enforcement; non-EU markets differ, and Ukraine’s strong

talent sits inside a conflict-complicated environment. In South Asia, India enforces clearly

drafted NDAs but doesn’t always uphold post-employment non-competes and remains on

the USTR Priority Watch List, workable but requiring tighter governance than leading LATAM

markets.7

What a responsible nearshore vendor builds in as standard

Dual-layer NDAs

Covering both the agency and each engineer, signed

before work begins.

Explicit IP-assignment clauses

Transferring work products to the client on creation,

not on payment.

U.S.-governed contracts

So disputes resolve in a predictable legal environment.

Role-based access controls

So engineers see only what their role requires.

Audit rights

Letting clients review security and compliance practices at any time.
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S EC T IO N 07

The Risk Nobody Prices In

Continuity

In many vendor-buyer conversations there’s a risk that people tend to ask about

and one that experienced buyers ask first: what happens if the engineer you

spent 90 days transferring context to leaves in month six?

Every argument for distributed teams is also an argument for how much you lose when a

key person walks. Tech is a high-mobility field everywhere, LATAM included.

The honest position: no vendor can promise zero attrition. What separates a mature

partner from a risky one is whether continuity is engineered into the engagement. Before

you sign, get clear answers on:

Treated well, a nearshore team’s overlapping hours make continuity easier to manage than an

offshore one: live handoffs, not overnight ones. But it only works if you asked the question

beforehand.

Backfill and bench commitments

If an engineer leaves, what’s the guaranteed time-to-

replacement, and who absorbs the ramp-up cost?

Knowledge continuity

Is documentation and context ownership contractual,

so departure doesn’t erase institutional memory?

Retention track record

Ask for average engagement tenure and annual

replacement rate.

Overlap on transitions

Does the outgoing engineer overlap with the

replacement, or do you inherit a cold handoff?
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S EC T IO N 08

How to Vet a Nearshore Vendor

Selection

The nearshore market grew fast, and quality varies more than any brochure

admits. Use this checklist on any provider you evaluate, including us.

Vetting rigor

What is the acceptance rate of their pipeline, and

what does technical screening consist of? Live

problem-solving, résumé review, or what else?

Retention & backfill

Average tenure, annual replacement rate, and a

written time-to-backfill guarantee.

IP & contract structure

Dual-layer NDAs, IP assignment on creation, U.S.

governing law, role-based access, audit rights.

Communication cadence

How is time zone overlap guaranteed, and what’s the

escalation path when an engineer goes quiet?

Proof, not promises

Referenceable clients they have worked with and

named outcomes you can verify.

Ongoing management

Who owns account management, communication, and

performance monitoring after placement, you or

them?
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S EC T IO N 09

When Nearshore Is the Right Fit

Deciding

For teams whose work depends on real-time collaboration, nearshore profiles as

the way to go. It removes the tradeoff between offshore and in-house proximity. In

practice:

You keep your working day

Latin America overlaps the U.S. workday almost

entirely, so standups, code reviews, and “can you

jump on a call” happen live, not with a 12 hour

delay. This is the benefit that protects delivery

speed the most.

You cut costs without cutting
collaboration

Nearshore engineers typically run 30–40% below

fully loaded U.S. engineers after overhead, with

salary savings that external analyses put as high as

~49%.

You scale in weeks, not months

A specialized nearshore partner can source, vet, and

onboard developers in roughly 1–2 weeks, versus

the 1–3 months a competitive local hire often takes.

The talent pool is deep and growing

LATAM now has more than 2 million technology

professionals, concentrated in the stacks U.S. teams

use: JavaScript/TypeScript, Python, React, Node.js,

.NET, etc.

Cultural and language alignment
reduce friction

Overlapping business norms and strong English

proficiency mean fewer misread requirements, less

rework, and faster trust.

The engagement flexes to your goal

Staff augmentation to fill specific gaps, dedicated

squads for new initiatives, or Build-Operate-

Transfer to stand up a team you eventually own

outright; you’re not locked into one shape.
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This isn’t theoretical. Blue Coding has run these engagements for U.S. and Canadian

companies for over a decade, including a 2+ year partnership with fashion brand Jenni

Kayne maintaining and extending their eCommerce platform, and placements for companies

like Spark Shipping and Cleverific, whose founders point to candidate fit and process

efficiency as what made the difference.

The pattern across all of them: the closer the collaboration your product demands, the more

nearshore time zone overlap turns from a nice-to-have into the thing that keeps delivery on

schedule.

Compliance is handled, not handed back to you

A mature partner carries LATAM labor-law expertise, payroll, and IP/contract structure, so scaling doesn’t create

legal exposure.
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S EC T IO N 10

Why Blue Coding Is Your Ideal Nearshoring
Partner

Partnership

This guide has spent nine sections arguing that the operating model matters less

than the partner running it. That fit, ownership, and continuity decide the outcome

long after the rate card is forgotten.

So, it’s time to hold Blue Coding through the vetting checklist on Section 08.

1 On vetting rigor

Every developer goes through a process built for the specific role. Our recruiters hand-build a candidate

funnel matched to your technical and cultural requirements, then run each person through an English and

culture-fit interview and a rigorous technical evaluation. We only forward people we’d be comfortable

putting on your team in week one. And because most engagements are long-term, every hire works

exclusively with you, not spread across other clients’ projects the way freelance marketplaces operate.

2 On continuity and management

Distributed teams usually hand the operational weight back to the client. We keep it. Vetting, onboarding,

payroll, local labor-law compliance, and immigration sit with us, so your team keeps ownership of the

work while we own the machinery around it. Our own people sit across the Americas, north to south,

which means the coordination this guide keeps returning to (the live handoffs, the same-hour

clarifications) happens inside your working day, not overnight.

3 On IP and legal structure

The contract posture Section 06 recommends isn’t an upsell we quote separately. U.S.-governed

agreements, explicit IP assignment, and role-based access are how we structure engagements by default,

so the protection is built in before the first line of code is written.

4 On proof, not promises

The engagements named earlier in this guide (Jenni Kayne, Spark Shipping, Cleverific) are ours, across

industries from fintech and eCommerce to real estate and GIS. The founders who ran them point to

candidate fit and process efficiency as what made the difference, which is exactly the outcome this guide

argues the model can produce when the partner is right.
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5 On f lexibility

The engagement flexes to your goal. Staff augmentation fills defined gaps on an existing team. Dedicated

development squads stand up new initiatives. And Build-Operate-Transfer lets us build and run a Latin

American development center that we eventually hand to you outright, with zero transfer fees and no

pass-through markup, so scaling into ownership doesn’t come with a penalty at the finish line.

6 On cost

Consistent with the framework in Section 04, developers hired through Blue Coding typically run 30–40%

below comparable North American talent once overhead is counted.

Since 2014, this is the only thing Blue Coding has done: connect North American companies with

vetted software talent across Latin America, and stay close enough to keep the engagement

working. A decade in, the pattern hasn’t changed.

https://www.bluecoding.com/services/staff-augmentation
https://www.bluecoding.com/services/custom-digital-solutions
https://www.bluecoding.com/services/custom-digital-solutions
https://www.bluecoding.com/services/bot-latam
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SOURCES & NOTES

Senior software engineer base-pay ranges, U.S. tech hubs, 2025–2026: Built In (San Francisco avg ~$198K–$201K),

Levels.fyi (U.S. senior base from ~$177.5K). Ranges vary by source and exclude equity/total compensation.

1

Gallup, “This Fixable Problem Costs U.S. Businesses $1 Trillion”: replacement cost of one-half to two times annual

salary; ~80% for technical roles per Gallup’s role-based estimates (as summarized in HR analyses).

2

LinkedIn workforce turnover data (2017), reported widely (e.g., Staffing Industry Analysts; InformationWeek):

software/tech highest at 13.2%. More recent estimates put technology voluntary turnover in the ~13–18% range.

3

LATAM vs. U.S. cost savings: Blue Coding placement data (internal). External corroboration of LATAM salary savings

(often cited at ~50%+ on salary alone) from regional tech-talent analyses, 2025–2026.

4

LATAM developer-population and graduate estimates (directional): regional tech-talent reports, 2024–2026 (e.g., N-iX,

Alcor, and similar).

5

EF English Proficiency Index (2025): Argentina ranks highest in Latin America; several regional markets rated “high.”6

Office of the U.S. Trade Representative, 2025 Special 301 Report (Priority Watch List includes Argentina, Chile, India,

Mexico, among others); European Commission & Brazil’s ANPD mutual data-protection adequacy decision, January 2026.

7



Ready to build your LATAM team?
At Blue Coding, we help companies hire and manage

nearshore software developers across Latin America, from

recruiting and onboarding to ongoing account management,

communication, and performance monitoring.

Book a free 30-minute strategy call today. We’ll assess your

team’s needs, recommend a LATAM market and structure, and

give you an honest cost estimate, no obligation.

Schedule your strategy call →

www.bluecoding.com

info@bluecoding.com

+1 (786) 305-4120

https://calendly.com/d/cjv-wkf-fz5/discovery-call
https://www.bluecoding.com/
mailto:info@bluecoding.com
tel:+17863054120

