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Forward-Deployed Engineering: When Al
Outsourcing Becomes the New Normal

MANAGEMENT SUMMARY & CORE TAKEAWAY

On 2 July 2026, Microsoft announced Frontier Company: $2.5 billion and 6,000 engineers for Forward-
Deployed Engineering. Two days earlier, Amazon invested $1 billion in the same model. What Palantir
developed 20 years ago in intelligence agencies is becoming the industry standard: specialised tech
teams work permanently embedded with clients, designing, implementing and operating Al systems
operationally. For Swiss enterprises, the make-vs-buy decision shifts fundamentally — from traditional
consulting to operational deployment.

CONTEXT & EXECUTIVE RELEVANCE

The numbers are unambiguous. Microsoft Frontier Company: $2.5 billion, 6,000 engineers. Amazon FDE initiative: $1 billion (30
June 2026). OpenAl Development Company: $4 billion at $10 billion valuation. Anthropic joint venture with Blackstone, H&F and
Goldman Sachs: $1.5 billion. What manifested in one week in early July 2026 is not a trend wave — it is the acknowledgement of a
fundamental truth: Al systems cannot be designed from a distance.

Judson Althoff, Microsoft's Chief Commercial Officer, put it precisely: The largest, most capable, outcome-driven engineering
organisation.! Not consulting. Not project delivery. Engineering — permanent, embedded, operational. This is Forward-Deployed
Engineering.
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® KI-OUTSOURCING.CH DECISION MATRIX & ROADMAP

CORE ACTIOM ITEM3

01 Echo teams: domain experts who understand operational reality — not imagined requirements
02 Delta teams: production engineers who build under real constraints — real data, real governance, real workflows

03 Continuous operational learning: what appears unsolvable from outside resolves from within

SWISS COMPLIANCE & ARCHITECTURE GUIDELINES

H Full compliance with revised Swiss Data Protection Act (revDSG).
® Zero vendor lock-in on closed proprietary models.

B Seamless integration into Abacus, Bexio and M365 ecosystems.

Non-Binding Process Analysis
Let us review in 20 minutes where Al agents create immediate measurable efficiency in your _

workflows.
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