
In many of today’s outsourcing relationships, customers are dissatisfi ed with the lack of ongoing improvements 
in quality and service. Similarly, as technology costs decline and outsourcing relationships stagnate, retained 
organizations struggle to demonstrate the value that’s being created.

Whatever else may have driven a company’s decision to outsource, invariably, management also expected, 
demanded, and obtained some near term cost savings. In many cases, those savings were made immediately 
available to the customer in the form of an invoice from the provider for less than what the company used to 
pay to deliver the services internally. But the provider, on the hook for these savings, now has to deliver the 
same services for less, cover their own sales and marketing costs, and still earn a margin. Even with better 
technology and lower labor costs, this can be a daunting challenge.

Helping Companies Negotiate and Manage Critical Relationships

Mid-Course Correction:
Value Discovery

What can your organization do to breathe new life into outsourcing deals mid-

stream? How do you continue to fi nd savings and additional value, even after 

initial transition and transformation?



Vantage helps by facilitating Value Discovery on a transactional basis and helping
organizations build the capability to conduct such efforts on their own

CHALLENGE: Continuing to deliver value beyond transition

As soon as transition begins, most provider delivery teams 
try to move as much of the work as they can into more 
standardized ways of doing things, where they can achieve 
economies of scale. They must do also maintain contractual 
service levels, minimize disruption and dissatisfaction among 
end users, and generally stabilize the account. It is only with 
the comforting (and lower cost) routine of post-transition 
stability that providers can reliably earn a margin. 

Staying in that “safe,” stable state, however, does not 
serve customers well. After a couple of years in such a 
relationship, senior executives — conditioned by 40 years 
or more of ever improving price-performance ratios for 
technology — start asking “what have you done for me 
lately?” Retained organizations challenge their partners to 
deliver more, noting that “had we not outsourced, we would 
have continued to improve internally.” That’s a reasonable 
demand, but not one the provider can meet on its own.  
Customers must do something to help providers get beyond 
simply delivering contractual service levels at the least cost. 
For example, customers must:

Share information about their business objectives,  Q

challenges, and strategic direction
Engage improvement efforts with an open-mind, recognizing  Q

that for a provider to actually deliver “best practice” and 
innovation, the customer must be willing to adopt processes 
and technologies that were “not invented here”
Reconsider the metrics they use to ensure they are not  Q

creating adverse incentives
 Address relationship defi ciencies in areas such as  Q

scope management, problem-solving, decision-making, 
communication, and commitment management

The bottom line is that post-signing improvements do not 
just happen. Customers who want more value must step up 
and help co-create it.

SOLUTION: Putting in place a Value Discovery process

Vantage Partners works with both customers and providers 
to help them put in place a well executed Value Discovery 
process that increases the amount of value they will realize 
in their relationships. Vantage helps organizations that want 
more out of a single relationship, as well as those who want 
to develop the capabilities to structure and facilitate value 
discovery initiatives across a broad set of relationships.

There is signifi cant untapped value potential in most 
outsourcing relationships, buried in the complexity of the 
contract, in resistance to change, in the limited information 
exchanged between the parties, and more. There are often 
ways the parties can work together to decrease the overall 
costs of delivering the services, to increase the business or 
top line value of the relationship, or to lower the transaction 
costs involved in working together.

CASE STUDY
Financial Services Company

A global fi nancial services company had outsourced 
many functions over a period of many years as they saw 
opportunities to shed non-core functions, generate cost 
savings, and access different kinds of expertise through 
service provider relationships. This required a fundamental 
change in how they ran their business. Because of the 
way they had rapidly added to their portfolio of provider 
relationships, they had not developed a standardized 
approach to outsourcing relationship management and, 
as a result, many of their relationships were believed to be 
underachieving their potential.

To help the company realize the potential benefi ts of 
their extended enterprise strategy, Vantage worked with 
senior functional and business leaders, Procurement and 
Supply Chain Operations, and representatives from its 
suppliers to understand how relationships were currently 
being managed.  Together, Vantage and the client then 
identifi ed a handful of the most critical outsourcing 
relationships and implemented a Value Discovery process. 
Each relationship that went through the process reported 
that the sessions put their relationship back on track. 
Suppliers especially welcomed the opportunity to work 
more closely with their customer and understand how to 
overcome stakeholder resistance to change so they could 
deliver additional value.  

For each of the relationships, several ways to access 
unrealized value were discovered. During a value discovery 
session with an insurance products provider, for example, 
both sides identifi ed regulatory scenarios they needed to 
prepare for, discussed changing the current sales process 
to better meet minimum product cover standards, and 
brainstormed new insurance products to be market tested 
as a way to mitigate lost profi t. During a session with 
a print provider, both sides discussed areas where the 
provider could take on additional creative generation, 
ways to develop a better, more effi cient workfl ow 
management system, and ways to get better stakeholder 
buy-in, such as developing a virtual tour to better explain 
the provider’s capabilities to the business units.



Vantage starts with diagnostic interviews and document 
reviews to help identify fruitful areas for further exploration, 
and to understand the likely obstacles to realizing the 
potential value. Through the diagnostic process, Vantage has 
come to uncover several common obstacles to value:

Stakeholder Resistance to Change: Q  Stakeholders on the 
buyer’s side show apprehension about changing the way 
things are done 

Relationship/Trust Challenges: Q  The buyer and provider 
are unable or unwilling to trust one another, thereby 
making it diffi cult to create a productive, value-realizing 
relationship

Lack of Consensus Around a Solution: Q  Too many 
stakeholders are involved and/or organizational 
structures are unclear, making it diffi cult for the group, as 
a whole, to reach solutions

Not Invented Here: Q  The buyer is slow to support solutions or 
approaches viewed as coming from outside its organization

Zero-Sum Framing of Problem: Q  The buyer or provider (or 
both) view the other side’s gains as coming at their expense

Just Haven’t Done It: Q  Key players simply haven’t had 
discussions focused on collaborating to maximize value 

Joint planning of the agendas for partial or full-day 
working sessions, based on the diagnostic fi ndings, permits 
adequate consultation, information gathering, and advance 
preparation by participants, ensuring effective use of the 
time they spend together. 

Careful facilitation of the sessions by Vantage then enables 
participants to:

Focus on producing measurable business value for one or  Q

both organizations

Develop a balanced portfolio of signifi cant medium- or  Q

long-term opportunities and quick wins that can be 
realized rapidly to build momentum and buy-in from key 

stakeholders

Agree on appropriate resourcing to support  Q

implementation  

When such a capability is desired, Vantage can help develop 
documentation and train internal staff, such as Center of 
Excellence personnel, to be able to conduct and facilitate 
effective Value Discovery sessions on their own.

CASE STUDY
Major Oil Company

A major international oil company outsourced its 
communications and IT infrastructure services to three 
different providers in an effort to reduce costs and benefi t 
from providers’ market proven solutions. As with many 
deals, a backlog of poorly understood legacy issues and 
the usual transition challenges quickly created a gap 
between business unit expectations of “business as usual” 
and what was being delivered.  As customer and providers 
struggled to “get the basics right,” transformation and 
innovation became sidelined, even though an ambitious 
business case called for signifi cant incremental savings.

Vantage worked with the retained organization to 
implement a process to address the underlying issues 
affecting the relationships and to jumpstart the effort 
to deliver the transformations necessary to meet the 
business case.  A series of diagnostic interviews helped 
unearth the unique issues affecting each relationship, as 
well as the common themes among them.  

The oil company developed a set of behavioral protocols 
with each of its three providers to which they would hold 
each other to in order to address some of the systemic 
issues. Roles and responsibilities were clarifi ed so that 
providers could be more agile in responding to business 
unit needs, without jeopardizing the savings expected 
from key choices in architecture made at the corporate 
level. Customer and providers put in place action plans 
to go beyond “business as usual” and realize the new 
innovations that they all expected. They also concluded 
that value discovery could not be a “one-time event” but 
should become a part of how they did business together.

Bottom Line Savings

� Elimination of redundant assets and processes 

� Joint (re-)design of processes for more efficient service delivery

� Reduction in capital expenditures by shifting them to, or sharing 
them with, providers

Top Line Value

� Faster development cycles; faster time to market

� Access to new insights about customers and marketplace

� Increased market share and margin through  quality improvement

Operating Efficiencies

� Improved quality and speed of decision-making

� Reduced time and effort in scope management

� Enhanced service quality, responsiveness, and flexibility



About Vantage Partners

Vantage Partners, a spin-off of the Harvard Negotiation 
Project, is a management consulting fi rm that specializes in 
helping companies achieve breakthrough business results 
by transforming the way they manage their most important 
relationships. Vantage works with outsourcing buyers 
and providers to launch, manage, and (when necessary) 
remediate their relationships. To learn more about Vantage 
Partners or to access our online library of research and white 
papers, please visit www.vantagepartners.com.

For more information on Vantage Partners contact: 
Claude Castracane | +1 617 354 6090 x450 | ccastracane@
vantagepartners.com

Main Office:  Brighton Landing West    10 Guest Street    Boston, MA  02135    T  617 354 6090    F  617 354 4685

www.vantagepartners.com
Copyright © 2009 by Vantage Partners, LLC. All rights reserved.



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


