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Abstract

In contemporary digitally mediated and economically volatile environments, organisations face mounting pressure to reconfigure
capabilities rapidly in response to technological disruption, geopolitical uncertainty, and persistent talent shortages. Within this
context, outsourcing has evolved beyond its traditional cost-efficiency rationale to become a strategic mechanism for accessing
scarce expertise, enhancing capability flexibility, and supporting organisational agility through build—buy—borrow talent
configurations. This study investigates how outsourcing strategies interact with talent management systems to influence
organisational agility in global organisations. Adopting a qualitative comparative case study design based on publicly available
secondary data, the article examines three multinational retail firms (Carrefour, Tesco, and Walmart) through thematic analysis
structured around outsourcing logic, talent orientation, agility implications, and governance mechanisms. The findings indicate
that outsourcing does not, in itself, generate agility; rather, agility outcomes depend on the degree of alignment between
externally sourced capabilities, retained internal talent, and governance capacity. Carrefour reflects a partnership-intensive model
that facilitates rapid access to digital capabilities but also increases dependency risk where critical knowledge remains
externalised. Tesco demonstrates a more hybrid and increasingly rebalanced approach, combining selective external sourcing
with stronger internal integration. Walmart exhibits the most internally anchored model, in which selective outsourcing
complements substantial in-house digital and supply-chain capabilities, thereby supporting stronger operational and strategic
agility. Across the cases, governance quality, knowledge reintegration, and internal capability retention emerge as decisive
moderators of the outsourcing—agility relationship. On this basis, the article advances an Agile Outsourcing—Talent Alignment
Model, arguing that organisational agility is best understood as the outcome of alignment between sourcing strategy, talent
architecture, and governance rather than outsourcing intensity alone. The study contributes to the literature by integrating
outsourcing, talent management, and agility into a unified analytical framework and offers practical guidance for designing
capability-based sourcing strategies.
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1. Introduction

Contemporary organisations operate in a global economic by transformative strategies derived from technological devel-
system marked by a drastic structural metamorphosis imposed opments, unprecedented geo-political frameworks, social
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reengineering, and the intensifying complexity governing
global competitiveness. Collectively, these disruptive vectors
coalesce into a smart market defined by a digitally integrated
economic architecture grounded in automation, digitalisation
and big data emerging into advanced data analytics, cloud
computing, Artificial Intelligence (Al) and cyber-innovation.
In this operating environment, cyber-intelligence is perceived
through a holistic approach and becomes embedded into the
entire operational and managerial processes, communication,
and decision-making systems, resulting in new adaptive mind-
set and organisational reengineering. This algorithmically
configured market does not only impact organisational behav-
iour. It also marks the smart organisational genesis, where its
participants continuously develop and activate as data-aug-
mented entities. In this context, organisational and talent
structures are progressively adjusted to continuous operational
vigilance, readiness, prompt adaptation, and effective integra-
tion with the market's digital infrastructure [1, 2]. In these dig-
ital setups, companies possess a strategic advantage through a
pathbreaking capability: leveraging the talent they do not own
by usage of external expertise, enabled by technology and
globalisation of talent. Based on this, outsourcing has emerged
from a cost-reduction approach into a solid and strategic
mechanism for reaching scarce capabilities, expanding tech-
nological capacities, and improving organisational flexibility
[3].

A potential challenge correlated with this migration to tech-
nology-intensive operational frameworks is represented by the
increasing scarcity of critical competences, whuch generates
global talent shortages. These outcomes highlight the strategic
role of the build—buy—borrow organisational architecture as it
promotes a talent investment approach, rather than mere com-
petence acquisition [4]. Younger and Smallwood [5] sustain
the currently increasing outsourcing approach focused on ob-
taining competitive advantage by leveraging resources organ-
isations do not possess. More exactly, talent by sourcing ex-
ternal experts to bridge capability gaps in an agile, lean, and
fast manner. Their efforts demonstrate that agility, speed, and
innovation are in direct proportion with the capacity to man-
age both internal and external talent ecosystems, rather than
depending exclusively on conventional employment models.
These statements are solidified through concrete examples
such as Campbell Soup Company and PepsiCo consulting an-
thropologists to better understand customer tastes and prefer-
ences, and Google and Intel contracting experts in social sci-
ence and biomechanics to discover how consumers think
about and use technology.

As agilisation deliberately accelerates, companies are
rechanneling their interest from a solution-oriented organisa-
tional mindset towards a vigilant, constantly and systemati-
cally problem identification approach, anticipating risks, and
focusing on risk mitigation and governance models. Bloom [6]
supports this adaptive approach, stating that preparation ex-
ceeds planning in practical terms, as it is rooted in an antici-
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pation of uncertainty and chaos rather than a general assump-
tion of order and stability. He argues that preparation offers
organisations the opportunity to explore uncertainty and sus-
tain high performance in complex and dynamic environments.
Moreover, Bloom [6] notes that resilience is generated by
preparation for turbulent, chaotic market conditions, not
solely for order (see Appendix).

As reported by the 2025 Business Agility Report, 90% of
respondents in the procurement and supply domains agreed
that adopting an agile methodology possesses a strategic im-
pact on organisational efficiency. Furthermore, companies
that increased their organisational agility in 2025 achieved up
to 10.3% revenue growth, compared to only 3.5% for those
with decreasing agility [7]. Based on this, organisational agil-
isation is becoming the main objective in current digitally aug-
mented markets, and the ability to reconfigure capacities rap-
idly and flexibly, whether built, bought, or borrowed through
outsourcing, has gathered strategic importance for mitigating
market uncertainty [8, 9]. This research article is supported by
the author's professional expertise as a Global IT Outsourcing
Manager in a retail European organisation with more than 300
operational units, offering practical perspectives into the en-
tire outsourcing process lifecycle: from design, creation,
sourcing, selection, implementation, governance, and stake-
holder and vendor ecosystem management to partnership clo-
sure.

Even if the externalisation approach possesses strong stra-
tegic importance, numerous organisations disregard the talent
element from the outsourcing decision-making process. Re-
search demonstrates that organisations frequently outsource
critical knowledge zones without a full-scale assessment of
capacity erosion or consequence management on internal re-
source development [10]. At the same time, the academic dis-
course on talent management is predominantly focused on in-
ternal resource development strategies, frequently neglecting
the importance of external stakeholders and contingent talent
[11]. The organisational agility academic discourse also fo-
cuses predominantly on internal capacity and offers limited
interest to the externalisation process in generating agility re-
sults [12].

This conceptual fragmentation generates a theoretical blind
spot: companies progressively outsource talent to obtain im-
proved agility and increased competitive advantage, yet the
current academic discourse does not explore the way out-
sourcing and talent frameworks coact. Despite the fact that
outsourcing, talent management, and organisational agility
have been exhaustively and systematically analysed, research
efforts integrating these areas are still limited. None of them
offer a conceptual model demonstrating when outsourcing im-
proves or challenges agility. This academic research gap is
considerably salient in operational environments encountering
fast digital transfiguration, where capacity requirements are
dynamic and external collaborations possess a central role.

In this context, the main research question of this paper is:
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How do outsourcing strategies interact with talent manage-
ment systems to influence organisational agility in global or-
ganisations?

The current research article provides three main levels of
contribution: (1) Empirical: a comparative analysis of Carre-
four, Tesco, and Walmart, examining how each integrates out-
sourcing, talent management, and agility. (2) Theoretical: the
basis for the Agile Outsourcing and Talent Alignment Model,
which describes how outsourcing decision-making processes
can either improve, or constrain agility implementation. (3)
Practical: functional guidelines for building talent-oriented
externalisation frameworks, grounded in both scientific dis-
course and the author's professional expertise in the global
outsourcing area.

2. Conceptual Framework

Contemporary organisations are constantly and gradually
required to adjust their strategies to dynamic and complex
frameworks through prompt resource reconfiguration, usually
faster than conventional planning processes [12, 13]. Talent-
driven agility is correlated not only with organisational strat-
egy, but also with the build-buy-borrow talent structures and
capacity to meet emerging capability requirements [14, 15].
The literature review focuses on three transecting dimensions:
agility, talent management, and outsourcing to design the
build—buy—borrow decision-making framework as the axis
mechanism for enabling organisational agility through talent
[13, 16].

2.1. Agility: Stabilising Flexibility

Organisational agility is predominantly represented as the
organisational capacity to anticipate the change and react in
an effective and efficient manner by adjusting resources,
structures, and processes promptly [13]. It has extended its
scope from an IT-oriented notion into an organisational frame-
work concentrated on the ability to respond promptly to
change across multiple levels of activity, including strategy,
operations, and workforce [13].

Recent academic efforts have discovered that agility acts as
a multidimensional construct, but concrete definitions and
measurements are still inconsistent [13, 17]. This disorganisa-
tion complicates cross-comparison and can generate micro-
fragmented managerial approaches, particularly when agile
techniques are overlapped with ampler organisational agility
[13]. Agility is also academically represented as a manifesta-
tion of dynamic capacities, highlighting the organisation’s ca-
pability to identify changes and opportunities, and to restruc-
ture its resources and processes [ 13, 18]. The operational sens-
ing—seizing—adapting structure has leveraged empirical efforts
to comparatively assess dynamic capacities, supporting more
complex agility research designs [18].

The scientific literature on agile methodologies signals that
speed is not the central element in agile processes. Strategic
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agility requires purposeful redeployment and coordination of
resources as a reactive approach is insufficient [13]. Context
represents the steering mechanism in agile methodology im-
plementation. Extensive research reveals that organisational
efficiency is dependent on environmental change aggressive-
ness, leadership styles, and various external vectors [13]. The
role of leadership is further reinforced as it actively interacts
with capabilities enhancement through the development of
sensing, seizing, and reconfiguration functions [19]. Techno-
logical transformation solidifies the need for agility by inten-
sifying uncertainty and dissolving the organisational resource
base, which must be restructured [13, 20].

A Harvard study on digital-era leadership demonstrates that
technologically mature organisations distinguish themselves
through leadership and continuous resource development that
enables flexibility and prompt responsiveness [20]. From the
dynamic capability perspective, agility is particularly suitable
in innovation-based environments where uncertainty cannot
be diminished by calculable risk and organisations need to
constantly reassess their resources [12]. In this context, agility
is systematically positioned as a strategic requirement for sur-
vival and renaissance rather than a facultative improvement
initiative [12, 13]. As agility ultimately is based on human de-
cision and collaboration, workforce agility has evolved as a
central element supporting adaptability, proactivity, and resil-
ience [13, 17].

An extensive analysis of human resource agility presents its
definitional development from confined notions (e.g., multi-
tasking) toward ampler behavioural and cognitive constructs,
while also noting measurement unreliability and the demand
for multi-levelled research [17]. This workforce perspective
directly increases talent-based agility by correlating agility
outcomes with how promptly organisations can adapt, restruc-
ture, or source scarce capabilities [13, 14]. According to the
current conceptual process models, strategic agility facilitates
phased business model innovation by translating meta-capa-
bilities (strategic sensitivity and resource fluidity) into coher-
ent implementation routes [21]. The Stanford-published IBM
case illustrates how sensing market shifts, seizing opportuni-
ties, and reconfiguring assets supported a transformation from
hardware to solutions, representing agility as deliberate stra-
tegic renewal [22]. Recent systematic scientific discourse at-
tempts to coalesce agility as a conglomerate of interconnected
capacities (macro and micro level agility), sustaining more in-
tegrated hypotheses on agility genesis and development [23].

2.2. Talent Management

Talent management represents a strategic, integrated ap-
proach to identifying, selecting, attracting, developing, moti-
vating, and retaining efficient and engaged human resources.
The Talent Management Cycle illustrates this process as a
constant, closed-loop framework comprising five interde-
pendent phases, as shown in Figure 1. Glaister et al. [24]
demonstrated through extensive research on 198 companies
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that talent management, when centred on human resource con-
tinuous development practices, directly influences organisa-
tional performance. More concretely, companies with coordi-
nated HRM (Human Resource Management), organisational
strategies, and structured talent management techniques ob-
tained better outcomes compared to those without such coor-
dination.

In the current digitally augmented operational landscapes,
the focus is no longer centred on how resources work, but on
the skills needed to perform that work, as careers are emergent,
flexible, and hybrid. To solidify the attraction—development—
retention cycle, companies provide individualised experiences
and continuous soft and hard skills development, while creat-
ing a pipeline of anticipated capacities.

HUMAN RESOURCE MANAGEMENT - CONCEPTUAL FRAMEWORK

The Talent Management Cycle

A systematic model of integrated human capital practices

FIGURE 1

Cyclical representation of the five core stages in strategic talent management,

illustrating the continuous and interdependent nature of each phase.

STAGE 1

Recruitment

STAGE 11
STAGE ¥ Onboarding
Succession
Planning Talent
Management
Cycle
A INTEGRATED MODEI

Learning &
Development

1
Performance
Management

L Recruitment 11. Onboarding I11. Performance Management

The systematic identification, attraction, and Structured integration of new employees into Continuous evaluation of employee output against

selection of candidates whose competencies align organisational processes, norms, and role defined benchmarks, enabling data-informed

with organisational objectives and cultural values. expectations to accelerate productivity and decisions on advancement and improvement.
retention.

IV. Learning & Development V. Succession Planning

Targeted capability-building interventions — Proactive identification and preparation of high-

formal training, mentoring, and experiential potential individuals for critical leadership roles,

learning — to bridge identified competency gaps. ensuring organisational continuity.

Figure 1. Cyclical representation of the five core stages in strategic talent management. Adapted from SAP [25].
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Contemporary organisations are progressively considering
technology as a main digital companion to support business
requirements. By leveraging Al, organisations can attract and
build the required capacities for the future while allowing each
individual to create a career focused on their expertise. Em-
powering individuals to contemplate and express more about
their needs, skills, limitations, and aspirations offers organisa-
tions the opportunity to match employees with purposeful
work and create optimal, dynamic teams [25]. Moreover, this
skills-matching approach is also perceived as a strategic agil-
ity promoter through active correspondence in both internal
and external labour markets, generating meta-skills such as
strategic sensitivity and resource fluidity [14]. This perspec-
tive is supported by Harvard Business School research that
proposes talent as a central asset necessitating procedural dis-
cipline. More specifically, talent supply and development are
perceived as managed flows rather than episodic activities
[27].

Based on this, talent-powered agility involves a shorter cy-
cle timeframe from strategic requirement to capacity deploy-
ment, implying internal mobility, redeployment, and continu-
ous improvement [14, 26]. The academic discourse provides
a concrete example through Oxford Academic research on ag-
ile workforce planning, which highlights iterative and incre-
mental scenario-based techniques and addresses limitations of
conventional headcount-based planning [26]. This approach
sustains the build—buy—borrow decisional framework by pro-
moting continuous skills-gap anticipation and capability miti-
gation, rather than static predictive analysis that becomes rigid
in uncertain operational landscapes [13, 26].

2.3. Outsourcing: Globalising Talent

Outsourcing is conventionally perceived as a build-or-buy
decisional model based on whether resources should be inter-
nally developed, acquired, or externally supplied, with gov-
ernance frameworks adapted by contracting nature and trans-
action characteristics [16]. In this context, transaction cost
economics (TCE) theory examines the potential and cumula-
tive costs of economic exchanges, such as coordination, nego-
tiation, and enforcement, positioning the outsourcing process
in direct relation to governance costs across markets [16].
Moreover, current research efforts extend this process beyond
bilateral contracting into portfolios of delivery models and
highlight the need for internal capacities to monitor and coor-
dinate value achievement, supplier structures, and emerging
digital-based delivery [28].

A recent research study on outsourcing observes that exter-
nalisation can increase organisational productivity levels
through adaptation, standardisation, and development. This
evidence-based approach places outsourcing as an active ele-
ment of corporate reconfiguration and unbundling of func-
tions [29]. ICT domain advancement further extends organi-
sational scope, correlating historical outsourcing mechanisms
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to modern hybrid or fully remote work and digital platform-
mediated approaches that reconfigure the manner companies
manage work globally [30]. These technological develop-
ments are relevant to talent-based agility as they solidify the
base of borrow alternatives for accessing scarce capacities be-
yond company boundaries [15, 28].

Additionally, current evidence provided by Deloitte defines
sourcing as a multidimensional process allowing organisa-
tions to integrate outsourcing, insourcing, and global in-house
centres to manage flexibility, increase control, and build a
strong capacity base [15]. This supports the talent-based agil-
ity approach because when internal development levels are
slow or labour markets are constrained, externalisation frame-
works can leverage time-to-skill and allow access to scarce
resources [ 15, 28]. Moreover, Al-based outsourcing interven-
tion through digital workers further extends the sourcing pal-
ette and strengthens the importance of agile governance and
contracting capacities [15].

A joint MIT Sloan Management study observed that multi-
ple organisations externalise their human resources and inte-
grate them as part of a dynamic workforce ecosystem, but a
small proportion confirm that they are sufficiently prepared to
coordinate this increasing complexity [31]. This outsourcing
framework denotes that borrow approaches require new man-
agement structures to effectively integrate external talent and
protect agility [15, 31]. Complementing scope expansion and
globalisation perspectives, a Stanford study explains that work
has become geographically more decoupled from employer
offices following the pandemic, which can expand talent pools
but also restructure labour distribution frameworks [32].

Across the Agile Methodology literature, agility is increas-
ingly treated as a dynamic capacity enabling timely reconfig-
uration under deep uncertainty [12, 23]. Talent management
literature is perceived as micro-foundations generator: dy-
namic skills matching across internal and external labour mar-
kets helps create strategic agility by increasing resource fluid-
ity and strategic sensitivity [14]. Outsourcing literature con-
tributes governance logic: borrowing talent through vendors,
contractors, or ecosystems can accelerate capability access,
but outcomes depend on contracting, retained capabilities, and
integration effectiveness [16, 28]. Accordingly, the build—
buy-borrow framework can be interpreted as an organisa-
tional capability to select and manage sourcing modes to min-
imise time-to-skill while maintaining governance quality and
strategic alignment [15, 26].

3. Materials and Methods

3.1. Research Design

This research paper conducts a qualitative comparative case
study based on the analysis of public secondary data. The
qualitative design approach is relevant as this study aims to
explore the manner outsourcing strategies, talent management,
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and governance structures coact and impact organisational
agility, rather than to test a narrowly specified framework
through statistical inference. In this context, the current Agile
research increasingly conceptualises organisational agility as
a multidimensional capacity defined by both internal and ex-
ternal actors, including governance, knowledge implementa-
tion, and stakeholder management [23]. Likewise, outsourc-
ing academic discourse has advanced beyond a cost-efficiency
dimension to highlight knowledge base creation, and the man-
agement of extensive workforce ecosystems [15, 33].

3.2. Case Selection

The study analyses 3 international retail organizations: Car-
refour, Tesco, and Walmart, selected through purposive sam-
pling. These companies were selected because they represent
big multinational retailers activating at across various com-
plex markets. Additionally, each of them operates within dig-
ital environments, adapting their capabilities to these market
cyber-trends. Moreover, all of them demonstrates a relatively
increased level of transparency in public reporting, and adopts
a different capability-sourcing logic, making them analyti-
cally valid for observing the process through which different
outsourcing—talent frameworks provide agility results.

3.3. Data Sources

The empirical base for this study encompasses publicly
available data provided by the focal companies during a multi-
year timeframe. The main data-sources are based on annual
reports, governance and sustainability documentation, press
releases, and strategy communications. This data sourcing ap-
proach was engaged because it provides solid evidence on
transformation strategies, investments appetite in technologi-
cal and supply chain capabilities, people and governance
frameworks, and partnerships models. The triangulation of
various document types reduces reliance on a single narrative
and increases the researcher’s interpretation reliability.

3.4. Data Analysis

The data were examined through a qualitative document
analysis engaging a thematic coding methodology. This ana-
lytical strategy is feasible as this study’s objectives based on
the identification of strategic patterns, and organisational
logics across textual data, and comparison of the manner dif-
ferent retail companies narrate and structure similar strategic
challenges. Based on this, four coding categories guided the
analysis: outsourcing logic; talent focus; agility implications;
and governance mechanisms. The analysis proceeded in two
phases: first, each organisation was analysed separately to cre-
ate a case-specific profile of its outsourcing—talent structure
and secondly, a cross-case comparison was conducted to iden-
tify convergent and divergent patterns across the three retail-
ers.
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3.5. Validity and Reliability

Multiple actions were taken to solidify scientific reliability
the study. First, data triangulation was employed across an-
nual reports, governance documents, press releases, and pub-
lic strategy communications to reduce dependence on a single
corporate narrative. Second, the coding framework was trans-
parent and theoretically grounded, increasing analytical data
consistency across all the three cases. Third, the use of pub-
licly verifiable data sources increases replicability, as future
researchers can explore the same scientific base. Moreover,
public corporate disclosures represent strategic information
and present organisations from a curated and favorable per-
spective. Consequently, data are interpreted cautiously and
presented as evidence of strategic positioning rather than di-
rect and concrete proof of internal causal mechanisms.

4. Results

4.1. Carrefour

The Carrefour case presented a sourcing framework defined
by extensive partnership-based capacity acquisition, espe-
cially in areas correlated to digital transformation, and ecosys-
tem expansion. The reports analysed for this case suggested a
digital transformation integration through the increasing tech-
nology usage, and Al solutions acquisition. Moreover, the
Carrefour 2026 strategy presents the retail company as a cut-
ting-edge group activating through increasingly digitised and
omni-channel structures. Additionally, fom a talent manage-
ment perspective, Carrefour tends to retain an increased
amount of internal operational retail workforce to secure the
commercial strategy and operational knowledge, while engag-
ing external partners to complement and scale scarce digital
capabilities. This outsourcing framework can increase opera-
tional speed and broaden access to niche skills. Moreover,
Carrefour’s agility profile possesses mixed characteristics as
stakeholder collaboration intensity may accelerate innovation,
yet it may also expose the organisation to dependency risk if
digital expertise remains insufficiently integrated within the
company [34].

4.2. Tesco

Tesco adopts a more hybrid and rebalanced sourcing ap-
proach. Publicly available data reports a continued investment
in customer database creation, digital infrastructure, and tech-
nology-based service delivery. At the same time, Tesco’s ex-
ternalization strategy reflects an increased inclination to in-
house expertise for system integration and data sensitive dig-
ital capabilities, despite continuing to source third-party com-
ponents. Tesco’s operational and managerial narrative high-
lights various Agile values such as collaboration, adaptability
and functional results over rigid processes. This approach im-
plies a talent focus on internal digital capability as it represents
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not only a support function, but a strategic enabler that allows
external resources to be engaged more strategically and coher-
ently. Moreover, Tesco’s governance framework is complex,
with formal board-level structures, risk oversight, and clear
strategic prioritization [35].

4.3. Walmart

Walmart represents the template of a strategic outsourcing
model grounded in continuous internal capacity development.
More concretely, the 2025 report presents the company as a
people-oriented, technology-driven and omni-channel retailer,
mentioning a continuing investment in e-commerce, automa-
tion, Al, and an integrated supply-chain network. Walmart’s
talent management strategy is correspondingly internalized,
being perceived as a competitive advantage characteristic.
Based on this, a comparatively mature governance framework

is adopted by Walmart, in which external providers are
grouped within a broader ecosystem of internal control, oper-
ating discipline, and strategic prioritization, creating an agile
organization [36].

4.4. Cross-case Comparison

The cross-case review identifies fewer differences in the ex-
ternal resources’ engagement levels and a more different ap-
proach in the manner these companies manage the relationship
between outsourcing, internal talent, and governance. Carre-
four’s approach is broader and more partnership oriented.
Tesco’s presents a hybrid and integrative outsourcing frame-
work. Additionally, Walmart possesses a selective and inter-
nally grounded outsourcing strategy [34-36]. These distinc-
tions are presented in Table 1 below.

Table 1. Cross-case comparison of outsourcing—talent configurations across the three retailers.

Retailer Outsourcing Logic Talent Focus Agility Implications  Governance
3 . G.re.ater reliarllcfe on exte@al Rapid deployment; Partnership-based and
Carrefour Broad, capability-gap driven  digital capability alongside  elevated dependency relational
internal retail expertise risk
. . . Mixed internal/external . . .
Hybrid and increasingly re- txe 1n. ernavex er1.1a Variable but improv-  Strengthened oversight and
Tesco model with stronger in- . .- . .
balanced . . ing agility integration
house integration
Walmart Selective and capability- Strong internal digital and High operational and ~ Mature and internally inte-

driven

Source: author’s own contribution

4.5. Emergent Patterns

Three outsourcing strategy patterns are generated through
the study’s results. More concretely, outsourcing supports
agility only when strategic capacities are internally retained or
developed. This pattern is mostly represented in Walmart’s
case and, to a lower degree, in Tesco’s strategy on in-house
integration. Additionally, extensive externalisation without
sufficiently strong internal capability may generate depend-
ence, as presented by Carrefour’s partnership approach. Fur-
thermore, governance quality acts as a bridge between vendor
and client through knowledge reintegration, and RACI matrix.
If these monitoring structures are well defined, the external
sourcing is more likely to function as an agility enabler rather
than a source of fragility.

5. Discussion

The findings indicate that outsourcing is neither inherently

supply-chain talent
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digital agility grated

agility-enhancing nor intrinsically detrimental. Rather, its
consequences depend on whether organisations comply the
outsourcing decision-making processes with their internal tal-
ent architecture and governance framework. A core contribu-
tion of the analysis is the identification of talent alignment as
the missing element between outsourcing and agility. While
the most of academic discourse on outsourcing area has fo-
cused on cost, or stakeholder performance, comparatively less
efforts have been distributed towards internal capability reten-
tion. More concretely, the manner it shapes the ability to learn
how to not depend on external providers. The cases also high-
light that retailers differ in capability management, not merely
in sourcing intensity.

Based on the study’s findings, this research article creates
the base for an Agile Outsourcing-Talent Alignment Model.
This framework suggests that agility outcomes are defined by
the integration of four elements: outsourcing strategy, talent
management system, Agile methodology, and governance.
Outsourcing strategy represents the scope, depth, and logic of
external sourcing. At the same time, talent management re-
flects the organisation’s internal capability development,
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knowledge retention techniques, and integration of vendor-
side expertise. Moreover, Agile methodology is translated into
operational, executive and strategic adaptability. Also, gov-
ernance acts as a transversal layer, correlating all three dimen-
sions through monitorisation, accountability, and knowledge
reintegration. In this context, the proposed model sustains that
agility is generated not by outsourcing per se, but by the align-
ment between sourcing decision-making process and the in-
ternal capability system that governs them.

Based on this model, six theoretical propositions are devel-
oped:

P1: The positive relationship between outsourcing and agil-
ity is stronger when outsourced activities are limited to com-
plementary or non-core capabilities, while strategically criti-
cal capabilities remain internally anchored.

P2: Outsourcing strategically important technological capa-
bilities without concurrent internal capability development re-
duces strategic organisational agility.

P3: Reinvestment in internal digital and integrative talent
following excessive external dependence improves agility by
restoring absorptive capacity and coordination capability.

P4: Governance quality positively moderates the relation-
ship between outsourcing and agility.

P5: Knowledge retention and vendor—client integration me-
diate the relationship between outsourcing and agility.

P6: Companies that align build—buy—borrow framworks
with capability achieve higher operational, and strategic agil-
ity than organisations guided mainly by cost-based outsourc-
ing rationale.

This research article provides three core contributions
within the scientific discourse. It integrates outsourcing and
talent management strategies by demonstrating that the out-
sourcing outcomes cannot be fully achieved without internal
capabilities. Also, it extends agility theoretical scope by per-
ceiving external capability access and inter-organisational
governance as constitutive components of agility rather than
as auxiliar factors. Moreover, it provides a capability-manage-
ment model that correlates outsourcing scope, talent,
knowledge retention, and governance frameworks into a uni-
fied approach of agility integration.

The findings suggest that managers should perceive out-
sourcing strategies as talent and capability decisions, not pri-
mary as cost or procurement decisions. In practice, this repre-
sents a clear segregation of internal and external capabilities.
More specifically, a procedural difference from internally
built capabilities, or capabilities that may be bought externally,
and capabilities that can be borrowed through strategic stake-
holder collaboration. Managers should also treat governance
and knowledge transfer as strategic priorities. Vendor man-
agement should extend beyond SLA compliance to include
mechanisms for learning, reintegration, and partner accounta-
bility.

The study encounters several limitations. The main chal-
lenge is based on secondary data, which means that conclu-
sions are derived from public disclosures rather than internal
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observation or interviews. Additionally, the scope of this
study is limited to three retailers, which constrains the breadth
of sectoral generalisation. Moreover, as the analysis is docu-
ment-based, certain interpretations, particularly around tacit
governance practices or informal knowledge-sharing pro-
cesses remain inferential.

Future research efforts should focus on testing the proposed
model in larger samples and across various sectors. Quantita-
tive frameworks could investigate whether retained internal
capacity manages the outsourcing—agility relationship at scale.
Furthermore, a qualitative analysis could explore vendor—cli-
ent talent integration in more profoundly, especially through
interviews that reflect knowledge transfer processes, reinte-
gration practices, and the operational tensions between inter-
nal and external teams.

6. Conclusions

This research article addressed the manner through which
outsourcing strategies are integrated within talent manage-
ment frameworks to influence organisational agility on a
global level. This research problem was generated by a solid
gap in the current literature: while outsourcing, talent manage-
ment, and organisational agility have each been analysed ex-
tensively, the mechanisms through which they integrate have
remained under-examined, leaving organisations without a
coherent structure for building capability-based sourcing strat-
egies.

The comparative analysis of Carrefour, Tesco, and Walmart
comprises three main findings. First, outsourcing does not in-
dependently produce organisational agility. Its agility poten-
tial is conditional on the extent to which capabilities sourced
externally are congruent with internally retained talent and
complex governance structures. Second, the three retailer or-
ganisations demonstrate significantly distinct sourcing philos-
ophies. Carrefour's partnership-focused model enhances ac-
cess to technological competencies but introduces a risk of de-
pendency due to insufficient internal critical knowledge. Con-
versely, Tesco's hybrid and incrementally adjusted approach
integrates selective outsourcing models with stronger internal
integration, generating increased organizational agility levels.
Walmart's internally integrated framework, defined by a stra-
tegic combination of selective outsourcing approach with sig-
nificant in-house digital and supply-chain competencies, pre-
sents the strongest operational and strategic agility implemen-
tation among the three models. Third, and most importantly,
the quality of governance, knowledge reintegration processes,
and the retention of internal expertise consistently serve as de-
cisive moderators of the outsourcing—agility relationship
across all three cases. The research therefore develops the ar-
gument that agility is best perceived and conceptualized not
as a direct result of outsourcing intensity, but as the outcome
of deliberate alignment between outsourcing strategy, talent
architecture, and governance capabilities.


http://www.sciencepg.com/journal/ijefm
https://www.wordhippo.com/what-is/another-word-for/produce.html

International Journal of Economics, Finance and Management Sciences

http://www.sciencepg.com/journal/ijefm

These findings build the empirical and theoretical founda-
tion for the Agile Outsourcing—Talent Alignment Model pro-
posed in this research article. This model encompasses four
interdependent dimensions: outsourcing strategy, talent man-
agement frameworks, Agile methodology, and governance,
arguing that sustainable agility arises only when these dimen-
sions are coherently configured. The extensive managerial im-
plication is that decisions regarding the build-buy—borrow
workflow must be approached as capability and talent invest-
ments rather than exclusively as financial or acquisition exer-
cises.

This research article offers multiple directions for future re-
search. First, the proposed Agile Outsourcing—Talent Align-
ment Model requires empirical validation and it should be
tested through large-scale quantitative studies across multiple
industries to assess its generalisability beyond the retail sector
and to establish whether internal capacity retention functions
serve as a statistically significant moderator of the outsourc-
ing—agility relationship. Second, qualitative research implying
direct access to practitioners using interviews and ethno-
graphic observation. This approach can provide a deeper in-
vestigation of knowledge transfer processes, reintegration
practices, and the informal governance processes that second-
ary data cannot sufficiently disclose. Third, future research
can be focused on the implications of the current market de-
velopments, including Al-driven outsourcing, digital labour
platforms, and post-pandemic geographic segregation of work,
restructuring the dynamics of the build—buy—borrow frame-
work and the conditions under which borrowed talent can ef-
fectively serve as a facilitator of organizational agility rather
than a source of strategi vulnerability.
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