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01 - EXECUTIVE SUMMARY

The model that built the IT services industry
Is the model now killing it.

For three decades, global IT services has been built on a single financial primitive: the billable
hour. It rewarded vendors for adding people and extending timelines — the precise opposite of
what their clients actually wanted.

In 2026, agentic Al has finally made that friction unbearable. US enterprises are pivoting away from
labor-priced delivery toward the Forward Deployed Engineering (FDE) model — small expert pods that
ship outcomes inside the client's repo, priced on results, not headcount. This paper documents the shift from
volume-based outsourcing to outcome-based engineering, and the playbook leaders are using to make the
move.

02 - THE INNOVATION TAX

In a billable-hour contract, every efficiency gain is a revenue cut.

Legacy vendor revenue is R = H x r — hours multiplied by an hourly rate. When an Al agent collapses a
workflow that used to take 800 person-hours into 40, H drops by 95 percent and so does the vendor's
invoice. The economic incentive is simple and unfortunate: do not innovate, or you starve.

“The legacy model financially punishes any provider who
automates. In the age of Al, that isno longer inefficient —itisa
competitive liability.”

FDE TEAM RESEARCH - 2026

03 - WHAT REPLACES IT

Forward Deployed Engineering: outcomes, in your repo, in weeks.

Forward Deployed Engineers do not take tickets — they take problems. Each pod arrives with a library of
production-ready Al agents for finance, legal, and operations, and is accountable for shipping a measurable
outcome inside an agreed window. There is no offshore delivery layer, no time-and-materials drift, and no
discovery phase that mysteriously consumes the first quarter of the engagement.
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04 - THE FDE OPERATING MODEL

fdeteam.com

Three pillars that replace the pyramid.

01 Outcome milestones, not timesheets

Engagements are scoped by what ships — first commit in week one, production Al use case live by

day 30 — and priced monthly against those outcomes.

02 A library of pre-built agents

Pods arrive on day one with governed, evaluated agent templates for KYC, month-end close,
contract review, pitchbook drafting, and more. Deployment time collapses from quarters to weeks.

03 Zero recruiting overhead

Pre-vetted pods scale up or down with the roadmap. No reqg-to-hire cycle, no rate-card games, no

learning your stack on your dollar.

05 - BENCHMARKS

Legacy outsourcing vs. FDE pods

Benchmark Legacy IT outsourcing

Time to a working team 3 — 6 months

Revenue model Headcount growth

Al readiness Manual / prompt-based
Engagement style Ticket taking

Path to production Al 12 — 18 months

IP ownership Vendor-retained, licensed back
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FDE pods (2026)

7 — 14 days

Outcome efficiency

Autonomous / agentic

Problem solving

30 days (LLM Foundry Pod)

Full transfer to client
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06 - CONCLUSION

Hire the outcome, not the hours.

As compute costs fall and agent capabilities rise, the marginal value of a billable hour is converging to zero.
The only remaining unit of value in enterprise Al is the outcome — a system in production, governed,
evaluated, and owned by your team. Forward-thinking CEOs are no longer hiring bodies. They are hiring
small, accountable pods that build the next decade of their business.

Audit your active vendor contracts.

Flag every line item priced by hour, FTE, or seat. That is the surface area exposed to Al compression.
_, Pilot one outcome-priced engagement.
Pick a single high-leverage workflow — KYC, month-end close, contract review — and run a 30-day
FDE pod against it.
_, Insist on full IP transfer.

If the agents your vendor builds are not yours to own, evaluate, and re-deploy, you are renting your
own moat.

See what an FDE pod ships in 30 days against
your highest-leverage workflow.

Book a 30-minute discovery call with Manoj Joshi, Founder & CEO. We will walk
through a candidate use case, the deployment plan, and what production looks like
by day 30.

fdeteam.com/contact - calendly.com/manoj-satechglobal/30min

About FDE Team — Forward Deployed Engineering pods that ship production Al on Claude, GPT, and Gemini for financial services,
legal, and healthcare. Founded by Manoj Joshi. Headquartered in the United States.
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