
Get outsourcing right 
from the start
How to scope, plan and implement an 
outsourcing project successfully   







Setting up an effective 
governance structure

Be clear on what your expectations are upfront, 
and set robust Service Level Agreements (SLAs), 
as well as document what the penalties are for 
missing them.  But penalties have to be used 
appropriately � non-critical SLAs should be 
treated in a different way to those that have a 
direct impact on the business. 

Now that you have your benchmarks set, just how 
visible are they to your business?  It�s vital that 
the right people in the business have sight of 
relevant metrics in appropriate timeframes so that 
your teams know that they are delivering against 
expectations.  Have you documented what 
reporting tools you are using?

All of this information will be vital for your new 
partner to understand how to set their SLAs and 
associated structures.  They may also be able to 
suggest improvements or new and innovative 
tools to improve reporting based on their 
experiences with other clients.

Having all this documented and benchmarked is
particularly important when you are working with 
outsourcing teams to provide clarity and de�ne 
expectation.

Effective governance meeting 
checklist

� Schedule regular milestones and
  check-in meetings 

� Set agendas and share the reporting    
  ahead of time

� Both parties are aware of the
  expectations for the meetings 

� Senior stakeholders engage in
  regular updates 

� Information exchange pathways are 
  accessible to everyone

Once your partner is clear on what your
expectations are through SLAs and KPIs, you need 
to set in place a robust governance structure. 
It�s critical that responsibilities are clearly 
outlined, that roles are mapped between you and 
your partner organization, and that transparent
escalation processes are in place for issue
resolution. Mapping roles ensures peer-to-peer 
relationships are built at all levels, which allows 
for easier escalation and faster issue resolution. 
Importantly, opportunities for improvement can
be openly discussed and shared between parties.  

At ADEC USA, we recommend scheduling 
informal individual & smaller group-based
operational updates on a weekly basis, then more 
formal Monthly Reviews where the group can take 
a deeper dive into KPIs and overall reporting. 

For more structured and strategic discussions, we 
take our clients through Quarterly Business 
Reviews, which help to set the future direction of 
the service, ensure alignment on key business 
goals and also present an opportunity to discuss 
business improvements. These quarterly reviews 
should involve senior stakeholders from
both parties.
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Communication is key

Conclusion

There are widely documented examples of 
outsourcing programs facing challenges. Often, 
the primary cause is a lack of communication or, 
more frequently, the wrong type of communication. 
Often verbal communication is needed. This is 
particularly important for programs that involve 
offshoring. Here cultural differences need to be 
considered, as well as the impacts of different 
time zones. All of this needs to be re�ected in the 
communications programme design, which is why 
bringing communications professionals into the 
project team at an early stage is important.

An outsourcing journey should be treated like any
major change management program � both within 
the organization and with the outsourcing partner.  
Change is challenging, but ensuring everyone 
involved in the project is communicated openly, 
honestly and in a timely manner can make the 
transition much more straightforward and avoid 
issues that may impact the company’s reputation. 
By de�ning the outsourcing project as a strategic 
initiative from the outset, your team will
recognize the importance you are placing on its 
successful delivery.

When offshoring, alongside differences in culture 
and communication styles, there is the added 
complexity of different time zones and physical 
distance between teams to consider. 

You need to ensure your processes are move ready 
and may need to start small and build upon initial 
successes to help you to bring key stakeholders 
with you on the journey.  

Put in the groundwork upfront, ensure that you are 
clear on your objectives around the project and 
have assessed the risks. Make sure your team, 
both inside your organization and within your 
partner outsourcer, are fully engaged. With all of 
this in place � your project will be set for success.
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There are many common factors between an
onshore or offshore outsourcing project to be
considered before you begin the
procurement process. 

Top factors to consider before 
onshoring and offshoring: 

� Put in place the right transition team 

� Be clear on expectations 

� Document processes, procedures,
  and operating models

� De�ne SLAs and KPIs 




