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Abstract. Multi-sourcing as a strategy for IT outsourcing QY is becoming more important.
Although already identified in the early days ofsmurcing, companies selected multiple providers
for their IT services. The explicit managementheafse relations was left implicit both in practise
and in research. Multi-sourcing has mostly beenradsed as a competitive strategy, until now
little attention has been paid to the collaboratibatween the parties and the evolution of the
relationships. In this paper we investigate howstiady successful multi-sourced IT service chain
arrangements. In our approach we have conducteexgforatory case study of a successful Dutch
specialist outsourcing provider for mission criticautsourcing. As an outcome of this case study
we have developed a research framework to study démeelopment of collaboration in
relationships for multi-sourced IT service chainglie mission critical context.
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1 INTRODUCTION

IT Outsourcing (ITO) received much attention in tagt decade, both in the business world and the
academic world. The purpose of IT outsourcing isdwe part of the IT service fulfilled by an extalrn
party, specialised in that work. IT outsourcingeesh literature was mostly concerned with the why
of outsourcing, the preliminary parts of contragtand the asset and people transfer problem (Dibber
et al., 2004). Unfortunately IT outsourcing deasd shown mixed results. In a recent practitioner’s
study two main concerns have been raised with oesp@utsourcing: the lack of actual quality

during delivery of the services and the lack ofenstanding of the business (Ertel et al., 2006¢s€h
concerns are validated by the ICT Outsourcing Quepstudy, where "Demonstrable value for
money" and "Improve Service" are recognized agrtbst applicable outcomes sought in outsourcing
situations (Cullen et al., 2008). With the raisocancern regarding the outcomes of outsourcing,



research is now also focussing on the relationshqutsourcing. The shift in attention indicates a
clear change of research interest from gettingéocontract to executing the contract, both are now
considered equally important (Kern and Willcock802; Poppo and Zenger, 2002).

The IT outsourcing arena however is changing. Afterera of the big outsourcing deals, in which
complete IT departments and functions are trarefleti can-do-all IT providers, multi-sourcing as a
strategy has become more important (Cohen and Y@@@$). Multi-sourcing or selective
outsourcing has already early in the outsourcitegdiure been suggested as an alternative toghe bi
deals as a means to reduce risk (Lacity et al.§19%his strategy has dominantly been proposed from
a competitive viewpoint (Lacity et al., 1995). Bytroducing multiple parties the competitive tension
is used as a way to provide the customer with meaosntrol the providers.

In multi-sourcing strategies the complete IT deljvef a business initiative is split-up in several
allotments and divided over multiple providers, ¢teeforming an IT service chain. This split up
provides benefits such as vendor specialisatiorredhaction of risk, but also adds complexity since
the relationship between suppliers is now explaithe customer (Gallivan and Oh, 1999). If qualit
issues are eminent in dyadic client-vendor relatigos, it might be expected that these issues phylti
in multi-sourced IT service chains. These concamtsoutcomes make clear that simply recognizing
the fact that the relationship is important and firaviders should commit resources to it is net th
single answer to relationship management. Outsogiisuccess is measured by customer satisfaction,
where customers are able to achieve their busgaads. This can only follow from a combined focus
on both service quality and relationship qualityvinich these business goals are leading.

The study of successful configurations in the radtirced service chain requires also, next to the
combined focus to both service and relationshigitya focus on the collaboration between the
parties. The customer may select the vendors, fler the vendors did not select each other. The
quality of the combined service, however, depemdeaw well these parties operate with each other.
The focus on the relationship and the executiah®fontract is essential in basic outsourcing
relationships, and this is certainly true for msbiurcing arrangements. Until now, the issue of
developing successful collaborative relationshipthe multi-sourced IT service chain has hardly
received any research attention.

The purpose of this paper is to develop a resdemaework to study successful multi-sourcing
arrangements with a focus on the evolution of taltation in the multi-sourced IT service chain. The
research question addressed in this paper is: fi@tutly successful multi-sourced IT service chain
arrangements? We develop a research framework losisan exploratory case study.

In the next section, we will first discuss the @sd method applied. We continue with the elaborati
of the outsourcing spectrum and define the spectffanulti-sourcing arrangements. After which we
will describe the results of the exploratory caselg. Finally, we reflect on the case and defire th
research framework, based on this framework weladeand discuss further research.



2 RESEARCH METHOD

This paper is the start of systemic (action) redear the development of collaboration in multi-
sourcing arrangements. As stated in the introdngtite research question addressed in this paper is
How to study successful multi-sourced IT servigrchrrangements?

Following this research question three sub questioa formulated:

1. What is multi-sourcing and how does it diffevrfr outsourcing?
2. What is an IT service chain?
3. What is the definition of success in multi-s@addT service chains?

The first two sub questions will be answered inribgt section based on an analysis of the litegatur
An interpretive exploratory case study is usedn®aer the the third sub question and finally the
overall research question.

2.1 Exploratory Case Study

An exploratory case study is a type of case stedgarch, next to descriptive and explanatory case
studies. It is most appropriate for studying neeaarof research (Yin, 2003). In this research an
exploratory case study will be used to developsaaech framework that will guide further research
into the development of collaboration in multi-scing arrangements. As stated by other scholars
further research into outsourcing requires moresighicratic research (Cullen et al., 2008). Theystud
of multi-sourcing arrangements has hardly receagattention and therefore qualitive and
interpretive approaches are considered more agptepo address the topic and to gain a deeper
understanding of the specific determinants (Datlka.e1998; Doolin, 1996; Walsham, 1995). For
this research we therefore choose a positive apprimaresearch multi-sourcing arrangements and
deliberately select successful arrangements (Agital., 2006).

2.2 Data Collection and Analysis

For data collection in this case we have useddources. We have used the independent market
research for the Dutch outsourcing market. Thisgratmensive study covers about 90% of the dutch
outsourcing market (Chambers/Giarte, 2006, 200dakgra/Giarte, 2008). As the unit of analysis for
this case study we have selected a successful Dutsburcing service provider, which has been
receiving outstanding evaluations from its cust@nas investigated by an independent market
research on outsourcing. To understand the multiedog concept we have used three customer cases
as the embedded unit of analysis.

The main body of evidence was collected by paricfpbservation of the first author. Being actively
involved in a number of customer case environmerties have been collected carefully. These
observations have been combined with in-depthyuctstred interviews with the directors of the
outsourcing vendor to further conceptualise theminants for successful outsourcing relationships.



As a cross reference, a wide body of documentdigsbeen used such as annual reports, company
introductions, and customer case level project dmmtation.

The evidence collected is the basis of a case stathbase. A subset of this database is used and
summarized in the results section of this papeseBan the results, a research framework has been
constructed. The case study was used to idengfgdincepts deemed relevant for high quality service
provisioning in mission critical outsourcing. Inetlnalysis we have used these high level concepts
and defined the relationships between the concepts

3 OUTSOURCING

"IT Outsourcing (ITO) is the contracting out of §€rvice provision to one or more external
organizations." (Domberger, 1998). For the provigig of a service, in this case IT, an inter-
organisational link is established for the delivefyhis service and some form of control is
transferred to an external organization. This ttoeeerules out the delivery of services in the fayn
(sub-) contracting individuals.

The IT outsourcing phenomenon covers a wide spactifuservices. This ranges from outsourcing
specialist functions like technical writing andtsedre testing to the provisioning of services like
datacenter facility management and desktop supfindther type of outsourcing is Business Process
Outsourcing, in which a complete business funcdsoserviced by an external party. This can range
from calldesk support to specialized R&D functions.

The main body of research considers outsourcirggraplacement of an existing IT function.
Specifically questions like the strategic intemniract formation, transfer of assets and peopdetlaa
control by customers of the newly formed outsowgarlationship are addressed (Dibbern et al.,
2004). In the search for optimal outsourcing aresngnts, different strategies are researched like
selective and functional outsourcing (Grover etE96).

In selective outsourcing only part of the IT fuctiis outsourced. It concerns the middle ground
somewhere between 20 and 80 percent of the IT bislgatsourced. Anything above 80% is
considered Total outsourcing and below 20% as Mahiontsourcing. Functional outsourcing does
recognize different functions: system operatiogstesn management, system development and
help/calldesk. However, the collaboration betwdendifferent functions is not further addressed
(Lacity et al., 1996).

Even the early deals already considered multiptegza the much researched Kodak deal already
involved three parties: IBM, DEC, Business Land|{i@an and Oh, 1999). However, since the very
early start of the outsourcing phenomenon it hasistudied as a dyadic relationship between client
and service provider. The use of multiple provides specifically been addressed as a way to



minimize risk by introducing a competitive atmosghamongst the providers (Lacity et al., 1995).
Knowing that their work can be taken over by a cetitpr, keeps suppliers "alert" and force them to
deliver the right quality for the right price.

In this paper we consider multi-sourcing as defingdsartner: "Multi-sourcing: the disciplined
provisioning and blending of business and IT sewiitom the optimal set of internal and external
providers in the pursuit of business goals." (Cotwed Young, 2006). We interpret this as the careful
selection of specialist service providers by antlieither from within the own organisation or odés
the organisation. This means that the client céstetrich party is involved (by means of contracjing
and is the principle actor in the coordination.tRarmore, with optimal set we do not only refethtie
right person for the right job, but also to thehtigarty willing and able to collaborate with thiaer
parties involved. Although clients might selectithendors, the vendors themselves not necessarily
choose each other.

The parties are contracted to deliver a specifiction for a specific business goal, this rulestbat
more tactical competitive procurement tactics incltorganisations have general agreements on
pricing and conditions only. The blending of bussand IT services refers to the fact that although
this is an IT centric effort, complete businesscfions ranging from call-desk to managing of
financial back-offices (e.g. treasury, risk managetror mortgage back-office departments) can be
outsourced. Finally, the pursuit of business goefisrs to a more vertical orientation towards a
business initiative, in which the complete orgatidsafor this initiative has to be developed,
combined and selected.

4 RESULTS

To understand the important determinants in subdessilti-sourcing arrangements we studied the
practices of an IT outsourcing service providere Tvolved company is a Dutch player providing
global enterprise customers with infrastructure aggament services, which from now on will be
referred to as PROVIDER.

In an independent study of the outsourcing matketcompany was well evaluated regarding service
guality and general satisfaction. The study watopered by an independent organization based on
structured interviews with representatives of cors without the outsourcing providers being
involved directly. The case study company has shibv@rhighest customer satisfaction ratios in the
industry (in The Netherlands) in three consecuyizars (Chambers/Giarte, 2006, 2007;
Equaterra/Giarte, 2008). Because of the fact thiatdompany is best-in-class, we selected it as the
subject of our study.

The company, which was the result of a managemenoht, is now privately owned by the three
directors. All three directors previously had piosis at large IT service providers before they beza



members of the management team of the Dutch brainah American company providing
fiber/network traffic and datacenter services waitte. The management buy-out took place in 2003,
after the American mother company went ChapterAt that moment the three directors bought the
assets and the existing customer base. They cextimod refocused on the niche of mission critical
outsourcing specifically with a clear intentioniecome a quality leader. They intended to make
customer satisfaction, as opposed to sheer marietly, the leading principle in their organisation.

4.1 Mission critical outsourcing

Mission critical outsourcing is concerned with seing business critical IT environments, i.e. a
particular business function or initiative with oesponding IT services. The main characteristic of
business critical IT environments is that it redthpacts the business if applications are not alsel
Consider for example the web front-end of a wehileat When the product catalogue is not available,
this would directly mean no business activity, #metefore no income. The management of these
mission critical applications requires another apgh than for example the management of large
suites of generic office desktops. The non avditgtnf a desktop does in general have less impact
the performance of the business.

Desktop management, which is by far the largedigoof the outsourcing market, is mostly

managed in a reactive way with support respondirent-user calls. Business critical systems require
proactive management to prevent downtime and hemoediate action after incidents to prevent
disruption of the service as much as possibleubingss critical systems the quick restoratiomolfTa
service is the most important guiding principleniission critical systems an availability close to
100% is required.

From a system management point of view there saldifference in scale. While desktops are
serviced by the thousands, leading to strong stdimddion, a typical business environment only &as
handful of business critical applications. Thesgliaptions are very specific to the business, eithe
custom build or packaged software. The managenienitsourced mission critical systems requires
customized solutions per customer.

Furthermore, to be useful in a dynamic businesg@mwent, there is a high frequency of changes.
This seems to be in conflict with high availabilggd requires an awareness of risk. Within mission
critical it is essential to develop the collabarativithin the IT service chain, such that knowledge
sharing takes place and working procedures caetgpsto reduce risk.

4.2 Organization of the service provisoning

At the heart of PROVIDER's service delivery is wiita# company refer to as Model B, a customer
team based model of service delivery. This appraatie opposite of Model A, the tiered service
provisioning, as shown in figure 1. Serivce delvigr model B is achieved by forming a dedicated



team of skilled personnel that is directly engagétl the customer environment. It is not uncommon
in large traditional organisations to be structuredompetence centers based on skills and diseipli

In the traditional competence center based modsl Fervice provisioning, the customer relationship
is handled by a small team of mostly relationshgnagers that have to shop internally for skills and
resources. The operational service provisionirgptimized and handled by a generic and central call
desk that handles service requests. Based ongheption that not all calls need to be handled by
expensive experts, call desks are staffed by ersplowith less technical skills. If a call desk @per
cannot handle the call, it is escalated to a setinacemployee, which functions as a service broker
trying to allocate the call to specialists. Furthere, model A is structured and governed contrélgtua
through Service Level Agreements (SLA’s) that fieample define response rates for requests in
different categories. Partners, like software vesdare considered the fourth line support in this
model.

Model A might work well in the case of servicingtisands of standardized desktops, where an
incident on one of the desktops is expected to hlleeimpact on the performance of the organisati
and therefore incidents should be resolved in aef@isient manner as specified in SLA’s. However,
Model A fails for instance for servicing the applions on a trading floor. In that environment
downtime of one of the applications has tremendaysct on business performance.

Incidents and Service requests Incidents and Service requests
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Figure 1: Visualisation of the Model A and ModebBservice provisioning

For mission critical applications quick action éguired and incidents are escalated up to boaedl lev
between the client and the vendor. As a resulvémelor goes into crisis mode, selecting a set of
experts of different disciplines and putting thenone room to resolve the issue with highest ggiori
The purpose of the dedicated model B approachhave direct contact with knowledgeable experts
that know about the context of the customer enwirent instead of having specialized skills only. A
team of experts is always in available and fullgaged with a particular customer environment,
supported by generic functions. In this model thiéaboration in the service provisioning is stagtin
internally including direct and personal relatioipshwith external partners like software vendors.



4.3 Three customer relationships

We describe three customer relationships. The(@6tST1) is a large TIER-1 bank and has already a

long relationship with PROVIDER. The bank has wendT department and experience with

outsourcing. In order to increase time-to-marketiie development of new products and markets it

looked for a specialist to complement the existofiware vendor. The second customer (CUST2) has

a shorter relationship with PROVIDER. CUST2 stared subbrand of a large TIER-1 bank and now

has defined a strategy to become a large europ@ene oetail bank for a broad set of financial

products. The relationship was brought in by avearfé vendor, previously in a relationship with

PROVIDER, when a new financial product was devedofée third customer (CUST3) is a project

in progress and setup as a totally new initiativetairt an online savings bank for a large findncia

institution that is new in online banking.

Characteristics of the three customer relationships

* CUST1: the transfer of the IT environment from aiseng arrangement between a large IT
service provider and the mother company.

* CUST2: the start of a new product for a subdaudhtezl of a large bank, where the existing
products are already provided by other organizatamd department.

» CUSTS3: the start of a new business initiative tgts¢parate to existing initiatives. All three
customers are serviced by PROVIDER.

All three customers receive the same custom dedigervice this service provider is offering. We

will briefly discuss some characteristics of thesvsce model in the following sections.

4.4 Plan

In all three customer cases the relationship betwlent and vendor was new. In the case of CUST1
the relationship started with a formal requestpi@posal that was send to PROVIDER and a number
of other large established providers. In case 08T&the relationship started when PROVIDER was
proposed to the customer by the software vendporesble for delivering the online banking
software to CUST2. In the case of CUST3, the cleambe to PROVIDER because the company was
recommended by external outsourcing consultants.

In all three cases PROVIDER assembled a bid teabsgecific to this company is to assemble a bid
team consisting of engineers. It is not uncommoouitsourcing relations to have a bid team preparing
the proposal and a delivery team taking over. Adadearned in the company is that the plan-build-
run cycle is done by one and the same team. Tlomahto do so by PROVIDER is to start the
personal relationship early, offering both trust &nowledge transfer. This has an impact on bah th
customer and the team itself. By having the samm teuild and operate what has been designed, so
not relying on separate architectures to coordibatereen bid and delivery teams, the risk of cdntex
loss is reduced. Because there is no loss of krimelén the handover from the bid team to the
delivery team also succes in acceptance testsrisased. Furthermore, the risk of selling a service
that the delivery team cannot build is avoided. Andt increases between customer and supplier



when the teams get to know each other better. ligjiriakere is also a knowledge transfer on an
interpersonal level that starts from day one.

In the Model B approach, customer teams approacbrtboarding of the customer environment by
designing a new environment based on internal imp&ty PROVIDER. The applications are
considered to remain the same, but new hardwara &edv architecture is defined based on the
requirements of the customer. For a good understgrad the applications, an application architeetur
is necessary. This is based on reference archiésctdi the software suppliers and added with
proprietary practises, such that solutions candweldped tailored to the policies and requiremehts
the customer. The proprietary practises of PROVIEERtuned to mission critical applications and
for example define how to design infrastructuréhaectures, to host the application landscape,
monitor and support processes are setup. The ptapripractises are generic in nature and are not
particularly focussed on specific hardware or safewplatforms.

4.5 Build

Once the customer has signed, the project stattisaruild of the new infrastructure. After buildin
the infrastructure the application onboarding bedallowing a typical application (testing) cycletiv
integration and user acceptance tests. In thisoapprof parallel builds knowledge is transferred as
well on both business and technical details.

At the same time the operational and tactical sermanagement processes like the handling of
incidents, changes, periodic service reportinggmeernance is setup. This interaction on the servic
processes are both towards the customer and sufipdiers. It is the operationalisation of the
intentions set out in the contract.

The other two cases involved newly build environtaewvhich follow the same implementation
processes. In the case of CUST2 a new relationstegtablished between software vendor and
customer and integrated within the existing sermamagement processes of client. The software
vendor and PROVIDER had previously establishediogia for another customer. Since these
relations were established, operational and gowemarocedures could be reused. In the case of
CUST1 and CUSTS3 a new relationship between thevaoé vendor and PROVIDER had to be
established. However, the software vendor alsmpaed the system integration. Therefore, it was
necessary to develop two relationships: one wighpttoject/integration team and one with the global
support operations teams in the go live situation.

In this particular approach the transformation pescstarts from the beginning. A new environment
and new formally defined service and governanceqsses are established. In traditional transfer
based outsourcing deals it is not uncommon to athepexisting IT staff and IT systems first. After
that the supplier has to improve the service byitigr around the staff that came over with the
transfer.

4.6 Run



In the run phase the platform has become avaifabline client. PROVIDER operates according to a
fixed fee, all changes included model, as an atéra model to time-material arrangements. This
choice transfers risk from the client to PROVIDERIavas chosen to develop a right first time
attitude. Since the income is fixed, the profitépigoes up if less time needs to be spend on the
implementation of changes. Collaboration in theé&fvice chain is a prerequisite, since the suaafess
the changes depend also on the quality of the qi@u®ners.

All parties in the IT service chain have to leasrparticipate in collective planning and to chotise
most appropriate approach for handling and proogsgianges. In case of incidents, the partners have
to find each other, collectively performing rootise analysis in case of incidents. Since these
customers operate in regulated markets, PROVIDERdaupport the audit and compliance checks
from the central bank and the mother companies;iwinitroduces new stakeholders. More
importantly, the parties team up together for neitigitives. Having established their relationships
they are, in all cases, working together to develew financial products for the customer and open
new markets.

5 ANALYSIS

The purpose of this paper is to design a reseamamefivork to study successful multisourcing
arrangements in the domain of mission critical @yst. In the previous section a case is provided to
explore the determinants which are important foe wuccess. Essential is the need for the
development of the collaboration between the partighe arrangement. In this section we analyse th
case and create the research framework. Thesemiled@its are identified and complemented with
basic propositions to guide further research.

The basic proposition in the analysis is that realircing arrangements are relationships or service
chains of parties that ultimately all service thene customer. In the case study it was definedlleat
vendor is servicing customers together with otteetigs to fulfill the IT service needs of the clieAs
stated in the introduction, customers search faratestrable value for money, in which both quality
and understanding of the business are essent@litgourcing relationships. There is one principle
actor: the customer, which is serviced by multjpdeties. This is reflected in the first definition:

Definition D 1
An IT Service Chain is a multisourcing arrangementetwork of actors, that service one principle
actor.

In the next subsection we will first discuss susdasnultisourcing arrangements, after that we
continue with the determinants to finally conclwdéh the research framework.



5.1 Success

Although all businesses have an opportunistic eféraed a desire to increase their own profitahility
the relationship can only endure if all parties @e to achieve their business goals. The suafess
the relationship is determined if the customer jaridciple actor of the multisourced arrangement are
able to achieve and sustain the achievement afltlisiness goals. At the same time, the involved
suppliers must be able to realise their businesmsspin that order. We therefore define the folluyvi
proposition:

Proposition P 1:
The primary indicator of the success in the multisong arrangements is the ability to act in the
client’s interest with a focus on satisfying thénpiple actor.

In the operations of IT systems, the quality of $hstem is dependent on multiple parties. In the IT
service chain parties are dependent on each dthgrovement of the quality of one player only leads
to a local optimum, for complete service qualitytigss are dependent on each other, as stated in the
following proposition:

Proposition P 2:
In successful multisourcing arrangements total iserquality is only achieved if the IT service chai
collaboratively develops service quality.

5.2 Deter minants
The success of the relationship is determined loyfawtors both the quality of the service and the
quality of the relationship. The quality of thedee is determined by factors like meeting
requirements, ease of implementation of changedtandvailability of the systems. As described in
the case for mission critical outsouring, thera @ear focus on the high availability of the seeyi
otherwise there is an immediate impact on the tesfilthe customer or principle actor.

The quality of the relationship describes softdegtsuch as trust, understanding, commitment,
flexibility and conflict resolution (Blumenberg at, 2008). The case shows that effort has beemput
understanding the business to make sure that ifiareommitment to restore service. The two factors
also have an influence on each other: if serviaityus high, trust increases as well.

Quality of service and quality of the relationshig determined by both structural aspects and the
way parties interact. The structural aspects contter organisational structure, the system
architecture, and the contractual structure. Thgomance of the organisational structure is derived
from the identification of model A and B for sergiprovisioning. The importance of system
architecture is derived from the discussion on blo¢hsoftware vendor/service provider combinations
in the delivery of different products for customeérhe relevance of system archicture also appears
from the discussion on who is designing the sygtehis being operated. The relevance of the



contract configuration for collaboration is iderd from the discussion on the fixed fee/changes
included model (Cullen et al., 2005).

Multisourcing relationships are thought the be nmemmplex than single sourcing relationships due to
the management and control of the higher numbpaudfes that interact with the customer (and each
other). As expressed in the comparison of the Breice models, these complex arrangement actually
do exists in all sourcing relationships. The faettthey are hidden to the customer can be corslder
a simplification, however due to the split betweelationship and competence teams, quality can be
different and even not appropriate for a speci§ie.u

As shown in this case, providers can optimize tbperating models for specific needs. This explicit
realitionship to the customer now actually simpkficoordination since operating models are
improved. This is defined in the following propdit

Proposition P 3:
In successful multisourcing arrangements speciti$ter improved operating models, hence
simplifying the need for coordination.

Interactions take place between parties and deterthe relationship. In order to develop succdssfu
relationships, a close contact and involvementéndecision making process is required. Sharing
knowledge at that level is vital for vendors togare themselves. Interactions on the design leaet h
a strong influence on the success of the arrangeresmiscussed in the case the teams develop a
solution tailored for the customer and accordingdmpany best practises. This allows greater
understanding and ownership. Transformation taleeemt the start of the engagement as opposed to
a more adept and transform approach. By allowiegitdivery team to design, build and run the
solution the service gap at transformation is redu@he development of model B as a core capability
shows the relevance of the execution level intevast To whom do customers talk in case of
incidents: knowledgeable experts that can solvéstee or call-desk operators that have to forward
the issue. Quality is determined by the organizaistructure giving direction to the executiondev
interactions.

The way the structure is set up and the way ttegdntions take place is depending on the
competencies of the parties involved. In the caseliscussed how this service provider has
developed specific competences to deliver highityusérvice (measured by customer satisfaction), to
improve service based on its organisational moadeldevelop the relationships both to the customer
and other providers (Feeny et al., 2005).
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5.3 Research Framework

We would like to investigate successful multisongocoutsourcing relationships with a clear focus on
improving the collaboration between the partieoingd. The relationships involved concern those
for business initiatives for which an IT serviceachwill be set up between complementary providers.
In this model we take a behavioural approach vadpect to organising work. This implies that work
should be organised in such a way that employeealde to deliver best-in-class service. By
focussing on collaboration we extend beyond thegam an individual vendor and transpose the
issue to the complete IT service chain. And sodefene the following integral research framework,
as shown in figure 2.

In this diagram we define the determinants to itigate in the search for successful multisourcing
arrangements. These determinants depend on eamhastiefined with the arrows. Some
determinants mutually influence each other as ddfimith the dotted arrows.

The success of outsourcing is determined by calih@ behaviour of the partners. Not only the
client, but also the vendors must see be ablehigee their business goals. This depends on beth th
quality of the service and the quality of the rielaship. However, these two quality factors infloen
each other. If the quality of service degradesyéhetionship suffers and hence it becomes haoder t
improve the quality of the service. These two festdepend on the structure of the multisourcing
relationship but also how parties interact. Thecttre concerns the organizational, system
architecture and contractual structures put inglabe interactions take place at the decision leve
design level and execution level. Which influenaeteother again. Finally, the structure and
interactions are determined by the competenciéiseoparties involved in the IT service chain.



6 CONCLUSIONSAND FUTURE RESEARCH

In this paper we addressed the research questiomoanto study successful multisourcing in IT
service chain arrangements for mission criticatesys. We have provided an exploratory case study
on a mission critical outsourcing provider. Theecdinding of this paper is that the studying of
successful arrangements for multi-sourced IT serdigain requires an integral approach looking at
both service and relationship quality. The studgwécessful multi-sourcing arrangements should not
be addressed from a competitive viewpoint, but ematfrom a collaborative viewpoint. The
contribution of this paper is the development of iategral research framework that addresses
relational, structural and individual competencesleterminants.

In the further research we will use the framewook continue the interpretative research into
successful arrangements. In outsourcing researcbh rmattention has been paid to contracting issues
and the management of the relationship. Our frameve®efines a strong relationship between
structural aspects, not only contracts, but algamizational structure and system architecture as a
prerequisite for quality. We will therefore focus the role of configuration and structure of irged
intra organisational relationships, but also onrtile of design. Considering the importance of giesi

we will not only study the outcome of design, battainly also the process and specifically who is
designing when.

In multi-sourcing relationships parties are brouggigether, often for the first time. Not knowingeth
partners beforehand brings uncertainty concerriegbility to deliver and the way of working. These
relationships evolve and have to be developedutinér research we will address the detailed events
that occur in the evolution of such relationships.

The study of multi-sourced arrangements has n@ived wide attention. With outsourcing changing
more in favour of multi-sourcing, we believe théegral framework as a foundation for researching
such arrangements, is highly promising for bothokats and practitioners to understand what makes
these arrangement successful.
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