
the case for
outsourcing

The change from captive heat treatment to an outsourced option is not one 
entered into lightly by our industry partners, it is often a ‘once in a generation’ 
decision. With UK manufacturing sectors showing the wide variations over 
recent times of both growth and decline, the choice to invest, or reinvest, or 
alternatively outsource is complex and differs on a case-by-case basis. 

There have been many examples of major businesses in key manufacturing markets such as 
aerospace, automotive and power generation, including primes and 1st tier suppliers, which have 
made the decision in favour of outsourcing in order to focus their efforts, skills and funds on their 
core business activities. 

There are both new opportunities and risks associated with the outsourcing versus ‘in-house’ 
processing decision. Do manufacturing businesses invest to increase capacity and replace outdated 
equipment? Do they outsource totally? Or do they place their additional requirements through 
subcontracted services? The real costs, which in many cases may be set within customer overheads, 
need to be clearly understood. 

Making the change from in-house to outsourcing may seem a daunting task, loss of control and 
erosion of quality standards are amongst many perceived fears. To allay any such fears you may have, 
Bodycote can offer referrals to major blue chip companies which have opted to outsource all their 
heat treatment requirements to Bodycote, and thus concentrate their capital and other resources on 
their core business and proficiencies.
 

Graphs below demonstrate furnace 
utilisation models showing efficiencies 
from an in-house to a customer 
partnership scenario:

Energy and carbon footprint: 

The real cost of processing is energy - we know it, 
it’s our business – and we know what percentage of 
our costs energy represents. Energy is the biggest 
individual cost of heat treatment so the carbon 
footprint can be reduced through outsourcing and 
further with the use of the most efficient furnaces 
being effectively utilised.

Capital expenditure: 

The full costs of capital purchase need to be 
understood, together with the hidden associated 
costs of installation, upgrades and enhancements.

People: 

The costs of finding, securing and retaining technical 
and quality personnel cannot be underestimated. 
Within our industry, we know how difficult it can be 
to attract and retain qualified, trained and 
experienced people. 

Quality: 

Do you understand the real costs of achieving and 
maintaining all the appropriate approvals? 
Nadcap, AS 9100, TS 16949, CQI-9 etc.

Efficiencies:

The benefits of our economies of scale of 24x7 
processing compared to in-house need to be 
reiterated; the cost of underutilised equipment can 
be an extremely expensive luxury. 

Value focus:

Have you considered the value of your workspace if 
focused on your core activities for adding value?

Flexibility and agility:

In-house operations are unlikely to be able match our 
range of processes and equipment sizes or be able 
to meet reduced or increased EBQ’s and respond to 
changes to new products, materials and specifications.

Industry knowledge:

Risk mitigation: 

Access to knowledge, experience, new processes 
and technologies.

The benefits of risk sharing and mitigation by 
entering into the appropriate agreements.
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Often, the costs of in-house 

heat treatment are 

misunderstood. Here, we 

look at the key factors driving

the decision to outsource or 

use in-house processing...
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