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NINE OFFSHORING ADVICES 

 
During my professional experience, I have offshored several projects. I had some bad and good 
experiences. Here are 9 advices for you, if you want to offshore a development project. 

1. Always take care of your local workers 

This means that most projects require a certain level of interaction with local workers. As a matter 
of fact, offshore workers are replacing one way of another your local workers. Communicating the 
right message is essential from start to end of the offshoring process. Taking care of local 
workers should always be priority number 1 of the offshoring process. 
From this 1

st
 concern, then comes the question what to offshore. 

2. Focus on core competencies  

You should focus on your core competencies and also let the offshore team focus on its core 
competencies. 

3. Work with big established companies 

There are 2 reasons for chosing big companies (than 1000 of developers): 

• They have already successful experiences of working with western companies. 

• They have a clear vision of where they want to go in terms of business. I have seen a 
western company working with a small very competent offshore company. The project 
went so well, that the offshore company decided to shift its priorities and try to sell a copy 
of the product itself. This should not happen with a big company as if it tries to be a 
competitor of its clients, it’s better for them to drop their already significative offshoring 
business. 

Offices outside India: if a company does have offices abroad, it is an indication of its success 
and the fact that it has exposure to foreign work cultures. To an extent, this contributes to bridging 
the culture gap that I’ll write on later. 
Beware of high offshore turn-over. 

4. Offshore projects that require minimal interfaces 

An example of a project that require minimal interfaces is "port this existing software on that new 
platform"  
 
An example of a project that require a lot of interactions is "do me tool that does this, that and in 
addition, plus you have this constraint, and so on"  
 
Offshore teams are usually far away and have different cultural background. The goal here is to 
ease communication as much as possible but rely on communication as less as possible. This is 
best achieved by offshoring some activities which requires minimal requirements management. 
When handling complex projects, a good way would be to work in 2 steps/tasks: 
1

st
 step/task is defined in a few words and is 80% of the work 

2
nd

 step/task requires a lot more communication but understanding between offshore and local 
has been improved during the 1

st
 phase. 
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5. Do not overemphasize process  

To work with offshore companies, you do need communication and process. But beware of 
project performance metrics masking problems. Here is a usual scenario: 

1. It is written in the statement of work: “every release must be tested by the offshore team 
before delivery”. 

2. Western local team asks for an engineering release, just to get a feeling of what’s going 
on. 

3. If offshore team says “we don’t want to send you an engineering release now because it 
is not fully tested yet, most of the time it means wait for another week before you discover 
that we’re going to deliver poor quality”. 

Another danger is to work under a contract signed as a fixed bid rather than a time and 
materials. This is a common problem of working in outsourcing mode but it becomes even more 
accurate when teams are far away… This is partly a communication problem which brings me to 
my next advice. 

6. Focus on communication 

Beware of cross cultural issues. 
Having grown in different cultures, client and offshore team do not always the same languages. 
Words do not always have the same meaning and expectations are not the same. 
Offshore team members are often eager to please. I remember once where offshore engineer 
noticed a problem in the specification we wrote but did not ask for any precision and the problem 
resurfaced later. This is one major difference, where a western engineer would have noticed and 
ask for clarification. 
Offshore team members are often eager to please you quickly. And as a result they sometimes 
do not go quickly enough on certain subjects and try to answer you as fast as possible. 
Have face to face meetings regularly  both offshore and locally. 
Offshore people should be able to travel to Europe or USA  

7. Test offshoring team with some pilot project 

The goal is to build trust gradually between teams.. 

8. Read some offshoring articles 

• How to Evaluate the Communication Abilities of a Vendor : 
http://www.outsource2india.com/why_india/articles/communication.asp 

• Debunking Myths of Offshoring Failures : 
http://www.ecommercetimes.com/story/35308.html 

• The Case for Back-Shoring : 
http://www.sandhill.com/opinion/editorial.php?id=87&page=1 

• Offshore Outsourcing Failure Case Studies : 
http://www.ebstrategy.com/Outsourcing/cases/failures.htm 

• Software Outsourcing Issues : http://www.tatvasoft.com/software-outsourcing-
central/outsourcing_issues.asp 

• The Hidden Costs of Offshore Outsourcing : 
http://www.cio.com/archive/090103/money.html 

• What could be the best practices for outsourcing ? : 
http://www.linkedin.com/answers/technology/software-
development/TCH_SFT/23725-1090830?browseIdx=4&sik=1173781739605 
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9. Conclusion 

An offshored project will cost you 4 times less but will take twice the time to complete. 
 

10. About Eric Mariacher 

Eric Mariacher has held various positions in embedded software development, coder, architect, 
project manager at IBM and now functional manager for wireless keyboards, mice and receivers 
at Logitech. For each of these projects he chooses the best organizational solutions to achieve its 
goals: internal, local outsourcing or offshoring, in one word best-shoring. 
 
Eric Mariacher main centers of interest are to set-up the right environment for software 
developers to deliver products, and also to give management the best visibility on software 
development process from requirement phase to field support phase. Setting up the right 
software development often requires reengineering software development processes. Eric 
Mariacher enjoys driving these software development processes. 
 
In parallel to those activities, Eric Mariacher is heavily involved in the professional social 
networking area. He regularly writes articles, give advices and connect people so that he and his 
connections can find new exciting opportunities. 
 
Eric Mariacher can be reached at eric.mariacher@gmail.com. 
http://www.linkedin.com/in/mariacher 
 


