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The BPO
Geography
Decision Map

A fit framework, not a country ranking.




\rena A CLEARER PATH TO

A STRONGER CX TOMORROW,

Geography is a fit problem,
not a leaderboard

BPO geography decisions are often framed as if the market were a tournament: compare a few

labor-cost statistics and identify a winner. That framing looks objective, but it is usually too shallow
for the decision at hand.

A location that is excellent for one program can be a poor fit for another. What matters is the
delivery configuration that fits the work, customers, constraints, and risk posture.

Country-level evidence helps narrow the field. The real decision moves down to country + city +
provider + site + shift + operating model.

e DEC'SION SEQUENCE - A CLEARE PATH FROM REQUIREMENTS TO CONFIDENCE
=
DEFINE GATE r COMPARE | DILIGENCE
Program ) Hard -2 Evidence by = City + provider
requirements I constraints dimension + site
L
o EVALUATION DIMENSIONS EIGHT DIMENSIONS. A COMPLETE VIEW.
- ™~
LANGUAGE + TALENT + HIRING I N TIME-ZONE + TOTAL OPERATING
CUSTOMER FIT VELOCITY SHIFT BURDEN ECONOMICS
Languages, accent, cultural Skill depth, recruiting, Operating overlap, Provider rates, management
context, customer training, leadership night-work dependence, load, travel, transition,
expectations pipeline handoffs FX
—_—
INFRASTRUCTURE + " g REGULATORY + RESILIENCE + SPECIALIZATION +
DIGITAL = COMPLIANCE FIT CONCENTRATION ECOSYSTEM
Connectivity, power, Privacy, data transfer, Geographic diversity, CX, tech support, back office,
site options, remote-work sector rules, alternate paths, digital, industry skills
readiness buyer controls disruption exposure

COUNTRY DATA NARROWS THE FIELD.

The operating decision happens at country + city + provider + site + shift design.
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How to use the
Decision Map

The most common geography mistake happens before the first country is discussed: the buyer
has not defined the work precisely enough. Separate hard constraints from preferences so
attractive economics do not disguise operating incompatibility.

Step . Focus What to do

Program requirements: languages, channels, hours, skills,

1 DEFINE , : ey
customer promise, security, launch timing.
2 GATE Hard constraints: remove options that cannot meet non-negotiable
legal, data, language, timing, or operational requirements.
Evidence by dimension: use current evidence across eight lenses;
3 COMPARE | y : -
weight preferences for this program, not for a generic market.
City + provider + site: validate hiring, systems, shifts, infrastructure,
4 DILIGENCE controls, economics, and failover in the configuration you would

actually buy.

Eight decision lenses
Language + Customer Fit

Languages, accent, cultural context,
customer expectations.

1

2 Talent + Hiring Velocity
Skill depth, recruiting, training,
leadership pipeline.

3 Time-Zone + Shift Burden

Operating overlap, night-work
dependence, handoffs.

4 Total Operating Economics

Provider rates, management load,
travel, transition, FX.
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Infrastructure + Digital Environment
Connectivity, power, site options,
remote-work readiness.

Regulatory + Compliance Fit
Privacy, data transfer, sector rules,
buyer controls.

Resilience + Concentration Risk
Geographic diversity, alternate paths,
disruption exposure.

Specialization + Ecosystem Maturity

CX, tech support, back office, digital,
industry skills.
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Reference-market snapshot

These markets are included to illustrate different sourcing patterns. The table is descriptive, not a scorecard, and
inclusion is not an ArenaCX preference.

MARKET

Mexico

Colombia

Costa Rica

Jamaica

Philippines

India

South Africa

Egypt

CURRENT SIGNAL

North American overlap; 2025 federal private-sector data

law.

ProColombia continues to target BPO/digital nearshoring
investment.

CINDE: ~100 functions, 12+ languages; 2025 services
hiring slowdown.

JAMPRO: 60,000+ jobs; ~US$900M estimated ICT/BPO
spend.

IBPAP: 1.9M workforce; $40B revenue.

NASSCOM FY2025E: BPM $54.6B; total tech headcount
5.8M.

BPESA: 26,346 new international-serving GBS jobs in
2025.

ITIDA: $5.2B offshoring exports FY25/26; ~195,300
workers.

COUNTRY DATA NARROWS THE FIELD.

WHAT TO VALIDATE NEXT

City/provider talent, English depth, total economics,
data controls.

City/provider hiring evidence, English depth, privacy
controls.

Specialist availability, hiring velocity, economics.

Role depth, provider/site resilience, specialist needs.

Shift design, city/provider fit, specialist availability,
controls.

City/provider specialization, shift model, current DPDP
obligations.

U.S./Europe shift fit, provider/site resilience, specialist
depth.

Language mix, city/provider maturity, PDPL
implementation requirements.

The operating decision lives at country + city + provider + site + shift design.

READ THIS AS EVIDENCE, NOT A RANKING.

Do not use this table as a wage benchmark, provider ranking, or quality score. Industry-body and investment-promotion data are ecosystem signals only.
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What the current signals actually t

Eight reference markets, shown as evidence profiles - not as a country ranking or recommendation.

. India
(]

Philippines
1.9M WORKFORCE / $40B REVENUE

IBPAP currently reports a 1.9 million-person IT-BPM talent
workforce and $40 billion in industry revenue. That is useful
evidence of ecosystem scale.

VALIDATE NEXT It does not identify the right city, provider, shift,
specialty, or operating model.

South Africa
26,346 NEW INTERNATIONAL-SERVING GBS JOBS

BPESA reports 26,346 new GBS jobs serving international
markets in 2025.

VALIDATE NEXT Growth is not the same as installed capacity,
provider quality, or buyer-specific readiness.

Costa Rica

~100 FUNCTIONS / 12+ LANGUAGES

CINDE describes a corporate-services ecosystem supporting
about 100 business functions in more than 12 languages. It
also reported a 2025 slowdown with nearly 2,000 fewer jobs.

VALIDATE NEXT Ecosystem reputation does not remove the need
for current hiring diligence.

Colombia

NEARSHORING / DIGITAL SERVICES
ProColombia's 2026 investment analysis continues to identify

BPO and digital services as nearshoring opportunities, with U.S.
companies prominent among the targets.

VALIDATE NEXT Treat this as a market-development signal, then
test the city/provider proposition.
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$54.6B BPM / 5.8M TECH HEADCOUNT

NASSCOM estimates FY2025 BPM revenue at $54.6 billion and
total technology-industry headcount at 5.8 million.

VALIDATE NEXT Use the data as a scale signal; move quickly to
service-line and city/provider evidence.

Egypt
$5.2B EXPORTS / ~195,300 WORKERS
ITIDA reports $5.2 billion in offshoring exports in FY2025/26

and approximately 195,300 people working in exporting
companies as of June 2026.

VALIDATE NEXT Validate language mix, city/provider maturity, and
actual program requirements.

Jamaica
60,000+ JOBS / ~$900M ICT-BPO SPEND

JAMPRO reports more than 60,000 digital-services jobs and
approximately $900 million in estimated ICT/BPO spend.

VALIDATE NEXT Role-specific scale and specialist depth still require
provider evidence.

Mexico

@

NORTH AMERICAN ALIGNMENT / 2025 DATA LAW

The federal private-sector personal-data law issued in March
2025 is a reminder that sourcing assumptions can age quickly.

VALIDATE NEXT Validate privacy, talent, economics, and site
architecture for the actual program.
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Diligence before selection

Country evidence earns a market the right to further diligence. Selection happens at the operating-configuration
level.

1 Reference markets: useful evidence, not recommendations

The Decision Map uses eight reference markets - Mexico, Colombia, Costa Rica, Jamaica, the Philippines, India, South Africa, and Egypt -
because together they illustrate different nearshore, offshore, language, scale, and specialization patterns. Their inclusion is not an
ArenaCX ranking or preferred-provider list.

Current industry and investment-promotion sources show materially different ecosystem signals. IBPAP reports a Philippine IT-BPM
workforce of 1.9 million and $40 billion in revenue. NASSCOM's FY2025 estimate puts India's BPM segment at $54.6 billion within a
technology industry employing 5.8 million people. BPESA reports 26,346 new South African GBS jobs serving international markets in
2025. Egypt's ITIDA reports $5.2 billion in offshoring exports in FY2025/26 and approximately 195,300 workers in exporting companies
as of June 2026.

Other markets illustrate different forms of fit. CINDE says Costa Rica supports about 100 business functions in more than 12 languages,
while also reporting that the corporate-services sector experienced its first slowdown in 2025, with nearly 2,000 fewer jobs. Jamaica's
investment agency reports more than 60,000 digital-services jobs and approximately $900 million in estimated ICT/BPO spend.
ProColombia continues to identify BPO and digital services as areas of nearshoring investment, while Mexico's 2025 federal

private-sector personal-data law is an example of why country-level compliance assumptions should be revalidated rather than inherited
from old sourcing decks.

a Move from country screen to operating diligence

A country screen should produce a shortlist, not a selection. Once a market survives the hard constraints, move the diligence down a
level. Compare specific cities. Compare providers. Inspect the proposed site and network architecture. Review recruiting evidence for
the actual role. Validate supervisor ratios, training capacity, security controls, routing dependencies, transport, shift assumptions,
business-continuity paths, and commercial terms.

Then run the economics against the operating design you would actually buy. A cheaper nominal location may require more

management, travel, training, redundancy, or shift premium. A higher-rate market may reduce other costs or improve alignment. The
answer depends on the program.

Use a portfolio view when one geography is not enough

Many organizations do not need a single location answer. They need a portfolio. One market may carry the core program, another may
provide language or technical specialization, and a third may provide overflow or continuity. The useful architecture is the smallest set
of delivery paths that creates the required fit and optionality without adding unnecessary complexity.

That is the purpose of the companion workbook. It gives buyers a way to define requirements, gate constraints, compare evidence
across eight dimensions, record diligence, and document a portfolio decision. It does not contain ArenaCX country scores. The buyer
supplies the weights and evidence for the program being evaluated.

SPECIALIST

Primary delivery path Language / technical depth Alternate capacity path

THE DECISION MAP IN ONE SENTENCE

Use country evidence to narrow the field; decide where the operating reality actually lives.
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Operating diligence: evidence to request before selection

A country screen should produce a shortlist, not a selection. Provider and site evidence determines whether the
actual operating configuration can work.

EVIDENCE TO REQUEST

Talent Recent hiring funnel and comparable-role data

Training Curriculum, nesting plan, certification and recent cohorts

Site Network diagram, BCP evidence, test history

Security Control mapping, IAM model, certifications, buyer security review
Privacy Legal/compliance assessment for actual data flows

Shift design Shift plan, transport, premium, attrition assumptions

Language Assessment results, sample team, QA calibration

Commercial Full pricing model, minimums, FX, travel, transition, change fees
Resilience Tested failover plan, access, training and routing proof
Governance RACI, escalation path, decision thresholds

EVIDENCE BEFORE CONFIDENCE.

The right question is not whether a country looks attractive; it is whether the proposed operating path can be demonstrated and tested.
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Buyer scoring rubric

Scoring is optional and buyer-configured. The workbook contains no ArenaCX country scores. Use hard-constraints
first.

Material mismatch or weak evidence
Below requirements or significant remediation needed

Meets baseline with manageable tradeoffs

Strong fit with credible evidence

5 Exceptional fit for this program and requirement

Required language / certification cannot be staffed at launch
Data-processing or sector requirement cannot be satisfied

Required service hours cannot be supported within the approved shift model
Provider/site cannot meet security or access controls

Required continuity path cannot be demonstrated or tested

USE THE EDITABLE WORKBOOK

Enter your own evidence and weights. Weighted results are suppressed when a hard gate is marked Fail.

Define requirements Apply gates + weights Record evidence Document portfolio decisions
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Sources & methodology

Sources are selected from national regulators, government / investment-promotion agencies, and majer.industry

bodies.

METHOD Statistics are stated with their period or context where material. Promotional or industry-body figures are treated as ecosystem

signals and are not used as independent quality rankings.

Philippines - IBPAP

1.9 million talent workforce; $40 billion revenue; current IT-BPM industry positioning.

https://www.ibpap.org/

India - NASSCOM Strategic Review FY2025

BPM revenue estimate $54.6B; total Indian technology-industry headcount 5.8M.

https://nasscom.in/sites/default/files/media_pdf/Nasscom%20SR%20Press%20release.pdf

South Africa - BPESA

26,346 new GBS jobs servicing international markets in 2025.

https://bpesa.org.za/news/716-business-services-job-opportunities-on-the-rise.html

Egypt - ITIDA

$5.2B offshoring exports FY2025/26; approx. 195,300 workers in exporting companies as of
June 2026.

https://www.itida.gov.eg/English/MediaCenter/News/Pages/itida-ceo-ahmed-el-zaher-egypt-outsourcing-future-jobs-

.aspx
Costa Rica - CINDE corporate & business processes
About 100 business functions in 12+ languages.

https://www.cinde.org/en/sectors/knowledge-intensive-services/corporate-business-processes

Costa Rica - CINDE 2026 hiring update

Corporate-services sector slowdown in 2025 with nearly 2,000 fewer jobs; specialized hiring
needs.

https://www.cinde.org/en/essential-news/cinde-launches-new-specialized-hiring-format-to-connect-talent-with-
corporate-services-multinationals

Jamaica - JAMPRO Global Digital Services
60,000+ jobs and about $900M estimated ICT/BPO spend.

https://dobusinessjamaica.com/invest/sectors/global-digital-services

ABOUT ARENACX

Colombia - ProColombia 2026 digital investment analysis

BPO and software/IT identified as nearshoring investment opportunities; U.S. is a leading
origin market in the analysis.

https://www.procolombia.co/sala-de-prensa/noticias/colombia-identifica-nuevas-oportunidades-de-inversion-
internacional-en-industrias-digitales-de-alto-valor-agregado

Mexico - Diario Oficial de la Federacion

Federal Law on Protection of Personal Data Held by Private Parties issued March 20, 2025.

https://www.dof.gob.mx/nota_detalle.php?codigo=5752569&fecha=20/03/2025

Philippines - National Privacy Commission

Data Privacy Act of 2012 and implementing rules.

https://privacy.gov.ph/data-privacy-act/

Colombia - SIC

Law 1581 of 2012 - general personal-data protection provisions

https://sedeelectronica.sic.gov.co/transparencia/normativa/ley-estatutaria-1581-de-2012

South Africa - Information Regulator

POPIA and regulator role

https://inforegulator.org.za/about/

Egypt - Personal Data Protection Center

PDPL No. 151 of 2020 and Executive Regulations No. 816 of 2025

https://www.pdpc.gov.eg/

India - MeitY

Digital Personal Data Protection Rules, 2025 and phased commencement.

https://www.meity.gov.in/documents/act-and-policies/digital-personal-data-protection-rules-2025-
gDOXUjMtQWa?pageTitle=Digit

ArenaCX helps organizations design and operate customer-operations networks with access to a broad provider ecosystem and an orchestration

model built around fit, optionality, readiness, and performance.

Educational material - not a universal country ranking, legal opi

on, or provider recommendation.
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