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  The Seven Keys  of  Software Outsourcing   

Many individuals who are new to software outsourcing harbor 
common fears about it, including lack of control, unclear 
standards and certifications, loss of intellectual property, and lack 
of cultural alignment. However, these fears are rooted in the 
traditional idea of outsourcing: I give you a task, describe what I 
need done, and expect you to do it as quickly and cheaply as 
possible—period. That’s not outsourcing; that’s outtasking! 

Real outsourcing, by contrast, is hiring a company to provide a 
service better, faster, and more expertly than you can do on your 
own, even if you can hire enough employees to do it. 

Modern software outsourcing is a collaborative endeavor between 
you and your outsourced team. Instead of a group of yesmen, you hire 
smart, extroverted prob-lem solvers who will take equal responsibility 
for the delivery of your product, and who will challenge each other to 
solve development problems. 

It takes real work to find companies that have a true love and passion 
for the art of software development, but they do exist. Accelerance’s 
Seven Keys of Software Outsourcing are designed to help you find 
them and then work with them to achieve the highest-quality 
results.

http://www.accelerance.com/
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Accelerance has spent ten years 
traveling the globe to identify, 

screen, and partner with the best 
software development �rms available.

Key 1: Great Developers Are Everywhere

Brilliant, educated developers exist all over the world. Accelerance has 
spent ten years traveling the globe to identify, screen, and partner with 
thebest software development firms available.  This is what we’ve seen: 

Many people unfamiliar with software outsourcing assume that the quality 
of onshore developers is higher by default. The truth is that 
good offshore companies hire extremely educated, experienced, and 
talented people. Many are developers who have attended top global 
and US universities. They aren’t just maintenance programmers. 
They’re highly trained individuals with very advanced 
knowledge in the latest technologies, and they actually want a 
challenge. You just need to know how to find them. 

http://www.accelerance.com/
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Key 2: Focus on Your Vision
One of the most fundamental obstacles to finding a good outsourcing team 
is getting out of your own way. The key to this is focusing on your vision. 
You can’t do everything yourself. Software development is a complex 
process, and if you want good results fast, you need a team of talented 
people on your side—not just one “rock star” developer. You can’t afford to 
spend 90 percent of your time figuring out how to  build the product and 
only 10 percent of your time on delivering it. 

As a leader, your focus should be on making sure that your product gets to 
market, and that it’s successful Focus on Your Viwhen it get sions there. 
The best way to accom-plish this is to spend your time working at a 
higher, strategic level. You can add the most value by thinking through 
and constantly adjusting your prod-uct’s market fit, longer-term product 
road map, product sequencing, and pricing iterations. 

When you focus on your vision for the success of your company and 
allow everything else including software development to become 
supplementary, you empower your organization to attain maximum 
success. 

You can’t a�ord to spend 90 percent of your time 
�guring out how to build the product and only
10 percent of your time on delivering it.
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 At the end of the day it’s
 a Human to Human partnership.

Key 3: In-Person Investigation Is Critical

The first step to finding a strong outsourcing company is preliminary 
research, during which you do the following:

• Make sure the company meets all of your technical requirements.

• Check that the company has recently done the kind of work you need
(or close to it).

• Get references from the company’s other clients—past, present, and
recent.

• Obtain a proposal from the company that includes the ramp-up time
and cost for your development team.

However, pre-vetting alone is not enough to guarantee you an 
outstanding outsourcing partner. 
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After you’ve narrowed down a list of strong candidates, Accelerance strongly 
recommends visiting your potential companies in person, even if they 
have been evaluated and certified by us. This is because you’re not buying 
widgets; you are partnering with people. You need a team that you can 
build a good relationship with, and it’s difficult to get a true feel for that 
human connec-tion by video call. An in-person investigation is the best way 
to learn whether you’ll be able to build a strong working relationship with 
your outsourcers. Practical reasons for visiting your potential outsourcers in 
person should also be taken into account. During your in-person 
investigation, confirm that your potential company

• has actually done the kind of work you need, as it claimed during
your preliminary research.

• is guided by qualified, intelligent leaders who are setting
high standards for hiring quality developers.

• has developed effective hiring, training, and retention processes.

• is willing to show you the things you want to see.

• has technical leads and senior people who can answer your
questions about technologies, testing processes and
methodologies, communication challenges, and new trends.

• uses a top-notch software development process.

• makes you feel welcome.
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Your potential company should also give you a tour of the facility. On the 
tour, verify that

• the building is nice by the standards of the country you’re
visiting.

• security measures for the protection of intellectual
property are in place (e.g., soundproof rooms and doors
with security access codes).

• the developers themselves seem happy and collaboration
and good rapport are taking place.
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 Quality is not an act, it is a habit.  
Aristotle

Key 4: Quality Matters as Much as Price
When making your final decision about your outsourcing company, it’s key to 
consider that quality matters as much as price. “Quality” is not defined by 
technical skill and experience alone. It also includes a team’s ability to learn, 
work collaboratively, maintain clear communication, and fit in with your 
company’s culture and core values. In other words, you need EQ (emotional 
intelligence quotient) as much as or even more than you need IQ. Innovation, 
great leadership, and high hiring standards likewise need to be factored into 
your overall assessment of an outsourcing company’s quality. You want to 
strike a healthy balance between  quality and price when evaluating your out-
sourcing candidates.The offshore hourlyrate for the same level of quality 
you’d expect to find in an onshore developer generally ranges between 25 and 
65 percent lower than you’d pay at home.  
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For example, if the onsite developer you need happened to cost $120 an 
hour all in, you could expect to pay an offshore developer with a comparable 
skill set something between $35 and $75 an hour. Be extremely wary of 
hiring outsourcers  based on a low price alone. You can find developers who 
charge less than $20 per hour, but you’ll more than likely be engaging  
solopreneur freelancers and companies that cut major coners, which can 
potentially include terrible infrastructure, horrendous working conditions, 
and contracted freelancers instead of developer employees. At that point, 
the low price tag is just not worth the risk. Ultimately, you should feel 
like you’re getting everything you’re looking for from your outsourcing 
company at a fair price. If a team costs more, it may be because it 
has better equipment, more overhead, higher EQ, greater flexibility, and so 
on. Even if you’re paying more for one global outsourcer than 
another,remember that at the end of the day, you’re still paying far less 
than what you’d pay locally. Outsourcing gives you the opportunity to get 
things done faster and cheaper, but remember that faster and cheaper is 
less important than the quality of the product. Keep in mind that you’re 
not looking for a Ferrari or a Yugo. You want a Toyota: a company that 
is solid, stable, low maintenance, and cost effective, with years of 
experience and tens of thousands of hours of engi-neering on its résumé 
to back it up. This is the balance you want to strike between talent and 
cost. 
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Investing the time to build a relationship 
with your key contacts in the outsourcing company 

will pay o�.

Outsourcing gives you the opportunity to get things done faster and cheaper, 

but remember that faster and cheaper is less important than the quality of 

the product. Keep in mind that you’re not looking for a Ferrari or a Yugo. You 

want a Toyota: a company that is solid, stable, low maintenance, and cost 

effective, with years of experience and tens of thousands of hours of engi-

neering on its ré-sumé to back it up. This is the balance you want to strike 

between talent and cost. 

Key 5: Think Like a Partner and Embrace Cultural 
Differences
After you hire the outsourcing company that is the best fit for you, you 
will very probably experience an acclimation period as you and your 
team get used to working with your new partners. 

Minor cultural differences may arise that may seem irritating at first, and 
you will need to remember not to throw the baby out with the bathwater.

First and foremost, treat your outsourcing company like a partner.Communi-
cate clearly; give them time to learn your product,company history, and cul-
ture; and take the time to get their perspective on what you are pursuing. 
Taking the time to build a relationship with your key contacts in the out-
sourcing company will pay off in spades, particularly when you have to navi-
gate challenges or project complexity. Some countries are big on saving 
face. Again, in cases like these, the learning curve is to let them save face 
instead of turning everything into a personal battle, always remembering 
that the focus should stay on getting what you need and maintaining a 
good relationship with your outsourcing partner. 
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(Remember too that Americans have their own ways of saving face; we do 
it so often and so naturally that we tend not to be aware of it.) You could 
also run into miscommunication glitches over things like English 
idioms. For instance, you might say something like "Where do you stand 
on this?" and your outsourcer might respond, “I’m standing right here in 
my office.”During the acclimation period, the important thing is to keep 
your eye on the bottom line. If you’re getting a good-quality prod-
Appendix A: The Seven Keys of Software Outsourcing 159 uct and are 
basically aligned with your outsourcing team at a core level, then you’re 
where you need to be. Don’t look at cultural differences as a barrier. 
Instead, go into the relationship accepting, embrac-ing, and even 
enjoying the differences you en counter. 

Focus on the things you and your outsourcers have in common  and can 
get excited about together. If you can do this, then you can create a strong 
overall process for your software development.

During the acclimation period, the important thing is to keep your eye on 
the bottom line. If you’re getting a good-quality product and are 
basically aligned with your outsourcing team at a core level, then you’re 
where you need to be. Don’t look at cultural differences as a barrier. 
Instead, go into the relationship accepting, embracing, and even 
enjoying the differences you encounter. 

Focus on the things you and your outsourcers have in common  and can 
get excited about together. If you can do this, then you can create a strong 
overall process for your software development.
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People—regardless of nationality—feel 
a much stronger sense of obligation to deliver 
to someone who knows and cares about them.

During the acclimation period, the important thing is to keep your eye on the 

bottom line. If you’re getting a good-quality prod-Appendix A: The Seven 

Keys of Software Outsourcing 159 uct and are basically aligned with your out-

sourcing team at a core level, then you’re where you need to be. Don’t look at 

cultural differences as a barrier. Instead, go into the relationship accepting, 

embracing, and even enjoying the differences you encounter. 

Focus on the things you and your outsourcershave in common  and can get

excited about together. If you can do this, then you can create a strong overall 

process for your software development.

Key 6: The Relationship Is as Important as Technical 
Requirements and Capabilities

The art of software development requires true partnership,ollaboration, and 
equal investment from both your onsite and outsourcing teams. You should 
never go into an outsourcing agreement with a “command and control” men-
tality, because the more you do, the more you compromise the quality of your 
product.

On the other hand, building a strong relationship with your outsourcing team 
will get you the best possible results. When you develop a sense of trust 
and reciprocity with your outsourcers, you create a bond that makes them 
want to do their best for you.  People regardless of nationality feel a much 
stronger sense of obligation to deliver to someone who knows and cares 
about them. The core of a good relationship with your outsourcing partner 
involves effec-tive communication, understanding the outsourcing team’s 
values and culture, and a genuine personal connection with the people 
you’re working with.



14

Your outsourcing team shouldn’t be separate from your onsite team; it 
should be an extension of it. You should be friends, and you should have 
each other’s backs. To keep the relationship going strong, Accelerance 
recommends visiting your outsourcing team members in their country at 
least once per quarter to maintain an open channel of com-munication. 
You can invite your outsourcing team to come visit you as well. Although 
this practice may seem expensive on the surface, the investment will pay 
off significantly in your business in the long run. 
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Key 7: Everything You Invest in Hiring a 
Good Outsourcing  Team Will Return 
to You Threefold

If you are casual about selecting a good outsourcing partner in the first 
place, the odds are high that you’ll pay for it later. 

However,if you put the effort into choosing a top-of-the-line company from 
the beginning, the reverse is true: your decision will pay you back in ways that 
you never could have foreseen. The idea of “investing” in your 
outsourcing team includes money, but it goes far beyond money alone. It 
also includes preliminary research, time, and especially relationship 
building. An innova-tive, passionate, and competent team will be able to 
support not just your original goals, but also objectives that go far beyond 
what you initially imag-ined you would use them for.

As your company expands, a good outsourcing team will more than likely be 
able to seamlessly expand with you. This can prove to be one of the most 
rewarding parts of outsourcing software  development, when all is said and 
done.

The idea of “investing” in your outsourcing team
 includes money, 

but it goes far beyond money alone. 
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Accelerance: Software without Borders

You can learn more about Accelerance’s in-depth, step-by-step 
process for hiring a great outsourcing team in Steve’s first book, 
Software without Borders. We also offer one-on-one consultations 
to match you with the right software development company by 
understanding your personal business model, technology requirements, 
and preferences. 

To learn more, visit www.accelerance.com

http://offers.accelerance.com/outsource-software-development-referral-service
http://
https://www.facebook.com/Accelerance
https://twitter.com/accelerance
https://plus.google.com/u/0/108036924190875007178/about
https://www.linkedin.com/company/395536?trk=tyah&trkInfo=tarId%3A1408648544720%2Ctas%3Aaccelerance%2Cidx%3A2-1-3
http://www.accelerance.com/



