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There is no doubt that every business aims to maximize efficiency with minimal costs. The tradi-
tional approach using an in-house workforce to operate bulky systems is no longer a wise selection, 
but utilizing tech’s innovations and counting on a third party is now a more economical option.

Software outsourcing is recently becoming a popular term in not only tech sectors but also many 
other industries. Indeed, the global services outsourcing market size was valued at USD 520.74 
billion in 2019 and is expected to grow at a compound annual growth rate (CAGR) of 7.7% from 2020 
to 2027. Companies are increasingly inclined to outsource their projects to a vendor, entirely or 
partly. So, as a matter of fact, a lot of managers or CIOs have mastered this but on the contrary, 
there are ones who just get their one foot in the door.

In this handbook, we focus on providing a complete action plan that walks you through every 
essential aspect of software outsourcing in a project-based model. Starting with the definition to a 
step-by-step guide for a successful project, examples from our best practices, and ending with the 
five common mistakes in project-based outsourcing that you should be aware of. 

No matter if you are an experienced outsourcer or not, we hope this handbook will find you well.

Have a good read.
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In our previous handbook Buyer’s Guide: 
Outsourcing to Vietnam, we’ve gone through 
OVERVIthe definition of outsourcing and two typical 
outsourcing models: The Project-based Model and 
The Dedicated Team Model.

Generally, IT Outsourcing refers to the practice of 
transferring software or a web project to a 
third-party service provider through different 
methods rather than doing it internally. With the 
Dedicated Team model, you hire remote developers 
who work full-time for you and under your direct 
control. They can either work in your office or the 
dedicated team provider’s working space. This 
model will give you full control over your project 
and flexibility when you can add or remove 
developers anytime you want. Details in this model 
have been dug deeper in The 6-step Guide to 
Winning Over Vietnam Market with an ODC 
handbook. You can free download this book here to 
get more insights.

Today, we will focus on the other one: The 
project-based Model.

Regarding Project-based IT Outsourcing, you dele-
gate the entire project completion to a third party. In 
this collaboration, clients should first explain the full 
requirements of the project to members of the out-
sourcing vendor, such as project managers and busi-
ness analysts, and they will then be in charge of form-
ing the development team and seeing the project 
through to its completion.

Pros: Project-based model takes a large bulk of the 
work off your hands, as the outsourcing company will 
be largely responsible for the development of the 
entire project from start to finish. This provider is also 
responsible for forming the team, carrying out proj-
ect management, and controlling the quality of 
results.
Cons: This model gives you limited control over your 
project and developers. It can cost you a lot from 
extra services such as project management, business 
analysis, and quality assurance. You are also required 
to define the full specifications of your project at the 
beginning which may be very hard. Furthermore, 
gaps in understanding with project requirements can 
result in significant mistakes that delay project com-
pletion.
Compared with The Dedicated Team Model, there are 
some of the major differences that you can easily 
choose from.

WHAT IS PROJECT-BASED
OUTSOURCING?

https://www.cmcglobal.com.vn/buyers-guide-outsourcing-to-vietnam/

https://www.cmcglobal.com.vn/buyers-guide-outsourcing-to-vietnam/

https://www.cmcglobal.com.vn/software-engineering/offshore-it/e-book-6-step-guide-to-winning-over-vietnam-it-market-with-an-odc/

https://www.cmcglobal.com.vn/software-engineering/offshore-it/e-book-6-step-guide-to-winning-over-vietnam-it-market-with-an-odc/
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PROJECT-BASED OUTSOURCING DEDICATED TEAM MODEL

VS

_Full-cycle project 
development.

_In house experts 
(developers, project
managers, QA expert, 
designers, marketers 
etc) available immedi-
ately

_Cheap development 
services (depends on 
the outsourcing country 
one chooses)

_Limited control over a
project and team 
members

_Time zone differences

_Language barriers

PROS CONS
_Full control over a 
project & a team

_Project’s priorities can 
be changed any time

_Team size can be easily
scalable

_Costs saving due to 
absence of project 
management, business
analysis, and quality 
assurance processes

_Time zone differences

_Language barriers

Compiled by Mobilunity

Project-based outsourcing is recommended for clients who:

PROS CONS

Have a small, 
short-term project they 
want to be completed 

as soon as possible

Have all the require-
ments of the project set 

in stone

Don’t need or can’t 
monitor the project 
progress too closely
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Within the framework of project-based outsourcing, vendors can offer different engagement processes for 
their clients to give them the most suitable solution that meets their needs. Generally, before starting a proj-
ect-based project you will go through these fundamental steps:

PROJECT-BASED OUT-
SOURCING PROCESS

The vendor works closely with 
the client to determine their 
exact requirements and needs.

STEP 1

REQUIREMENTS
After making sure of the needs, 
they start to analyze and pro-
duce an estimation of resourc-
es and timeline for the project.

STEP 2

ANALYSIS
The vendor offers project proposals 
including rates, collaboration meth-
ods, communication channels risk 
management, and quality control 
plan and hands it to the client for 
approval.

STEP 3

PROPOSAL

The client reviews the propos-
al and once it is approved by 
two parties, everything will be 
ready to start. 

STEP 4

CLIENT APPROVAL
After the proposal is agreed 
upon, an official contract will 
be signed between the two 
parties for the project to go 
into operation.

STEP 5

CONTRACT SIGN-OFF
The project is officially kicked off. 
Depending on the requirements of 
the project, the vendor can imple-
ment the whole project or only one 
phase.

STEP 6

PROJECT KICK-OFF

REQUIREMENTS

ANALYSIS

PROPOSAL CONTRACT
SIGN-OFF

CLIENT 
APPROVAL

PROJECT
LICK-OFF
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When a project-based project is started, you will have to go through the following steps, which of course are 
a bit different for each project, but these are the basic steps you can refer to.

Wireframes UI/UX Design Development

Agile buildsBeta versionsQA Testing

Launch After launch
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Shortly after the contract is signed off between two parties, the vendor will immediate-
ly prepare wireframes for most application screens and profile general functionalities. 
This phase sometimes involves the client’s team meeting with project managers, 
designers, and developers. This way, all requirements are transmitted to the key stake-
holders on the project clearly and correctly.

WIREFRAMES

Each project has a project manager assigned to work with the client and coordinate 
open-ended project activities. It is often developed under the Agile model including 
multiple sprints and is continually improved and reported directly to the client after 
each stage.

DEVELOPMENT

Errors from the regular builds are identified and managed to prepare a beta version of 
the project. The client will give feedback in terms of usability and functionality via the 
beta version first. During the beta stage building process, the development team prac-
tices continuous integration, working with up-to-date code bases to prevent conflicts 
and undiagnosed QA problems from happening.

BETA VERSIONS

QA engineers and testers handle multiple testing tools and techniques under an accu-
rate quality assurance process to identify issues related to functionality, usability, 
interface, performance, and security.

TESTING

Once the quality assurance phase is completed, the application is ready to be 
launched. The development team is versed in implementing applications online while 
making sure that the client’s development team is well prepared for this phase. 
Launch dates are dealt with during the early phases of the process and the whole team 
works hard to meet the launching milestones.

LAUNCH

The Code of a completed project is transferred to the client who has full ownership, 
rights, and intellectual property associated with the code. The client will also have 
certain on-going support privileges on the supplier side if the issue is explicitly men-
tioned from the moment the contract is signed.

AFTER LAUNCH
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As you already understand, in a project-based project, the client will delegate all software development tasks 
to a third party. Therefore, the bottom line is that you have to find a reliable partner who can understand your 
problems, thus helping solve them and easily communicating with you. CMC Global, with our 27-year advan-
tage in the technology and software development industry, has been trusted by many major customers to 
cooperate in project-based projects. During the past years, we have worked with global clients through many 
different projects of all sizes, and in this handbook, we would like to walk you back to the time when we part-
nered up with the biggest Korean Healthcare Group to help them overcome EHR (electronic health record) out-
sourcing challenges.

THE CONTEXT

OVERVIEW
Country: South Korea
Domain: Healthcare
Time: less than a year
Personnel: 20 members
Technology:
       Programming language: C#, WinForm and Oracle
       Framework: .NET, DevExpress
       Management tool: Redmine

EHR is an irreversible trend in South Korea
Electronic health records (EHR) can increase productivity and efficiency while cutting down on paperwork. 
This means people fill out fewer forms, doctors have a more comprehensive view of the patient while billing 
and insurance become easier and faster. To put it simply, EHR adoption transforms the healthcare industry, 
and is inevitable.
Since 2010, the adoption rate of EHR systems in South Korea has continuously increased. At a time, the adop-
tion rate in Korean hospitals was even higher than that in US hospitals. 



11PART 3. EXAMPLES FROM OUR BEST PRACTICES.

THE CHALLENGES
Being the big hospital our client is, they are one of 
the leading health facilities in Korea to adopt an 
EHR system. And yet, their outdated system 
harmed the whole organization because its obso-
lete programming languages caused several main-
tenance and operation difficulties. 

This led to a frustrating scenario: Most EHR’s 
strengths in productivity and efficiency were all 
going down the drain. They knew they needed 
someone capable of making this right, and making 
it quickly.

CMC Global was chosen as their trusted IT out-
sourcing provider because we acknowledged their 
situation, demands, and delivered them with just 
the right thing at a reasonable cost and time.

SOLUTION

We focus on two main goals: To meet all technical 
requirements and to simultaneously deliver cre-
ative outputs to enhance their system in a short 
amount of time. Our scope of work includes:

New modules: We worked closely with the client to 
develop new modules to automate their medical 
record process. 
New programming language: We re-developed this 
module in a new programming language so that it 
could be integrated across the client’s entire hospital 
system and automate the process of recording 
patients' information.
Training and consulting: We solved their technologi-
cal expertise lacking problems with our training and 
consulting service. With frequent visits and meetings, 
we directly observed their existing operating models to 
offer suitable consultation.
Technical Implementation
We use C#, WinForm and Oracle as the programming 
language in this project.
     Framework: .NET, DevExpress
     Management tool: Redmine

Most South Korean healthcare organizations struggle to meet expectations
Despite the growing trend of EHRs, the systems used in South Korean hospitals are quite lacking. Decision 
support systems and problem list documentation were the functions most frequently missing from compre-
hensive and basic EHR systems.

Their ultimate pain point? Finance 
According to many surveys, the main barriers cited to the adoption of EHR systems in South Korea were the 
cost of purchasing (48%) and the ongoing cost of maintenance (11%). A Health Affairs study estimates that the 
typical multi-physician practice will spend roughly $162,000 to implement an EHR, with $85,000 going 
toward first-year maintenance costs.

“For us, their current condition 
means that significant opportunities 
for further advances in EHR system 
design remain.
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RESULTS

The system has now been implemented in the client’s hospitals throughout South Korea and starting to 
have positive reviews right away.

With concerns about time restriction and price erased, CMC Global’s customer gave us a maximum 
100/100 satisfaction score after closing the project and is planning to implement the next projects with us 
in the near future.

The commitment was the top priority of the team since the implementation time was 
limited to less than a year with strict requirements from the customers. 

Thanks to our huge IT Talents pool, we quickly deployed a development team of 20 members for this project. 
Over half of those were senior developers who worked at full capacity to both develop the system and kickstart 
actual implementation.
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The majority of businesses see outsourcing as a 
cost-cutting solution for their operational 
expenses. Yes, it is obviously the best way to 
help you save money but that does not mean 
it’s cheap as chips. If you do not conduct a deep 
plan and analysis, you will end up spending 
over your initial cost estimation. The fastest and 
easiest solution is to ask your vendor to give 
you proper consultation since they must be a 
veteran player in this outsourcing game.

UNDERESTIMATE YOUR REAL BUDGET
1

The global outsourcing market reached over 92bn dollars last year and has no sign of stopping its growth. 
However, the statistics are sobering: a dark statistics show that 50% of the outsourced projects either fail out-
right or just fail to meet the expectations, in terms of cost or either quality. 76% of the companies reported 
issues with the management effort on behalf of the vendor and hidden costs. 30% reported communication 
problems within the vendor and 51% were unhappy with the performance. According to Deloitte’s survey, 
companies which are reported to successfully outsource to a third party have actually avoided these 5 
common mistakes of software outsourcing.

So, let’s dive in to see what to avoid before partnering with a service vendor.

This problem could be the biggest pitfall for compa-
nies that outsource. They are unable to correctly eval-
uate the quality of the development process and make 
clear requirements in every stage of project develop-
ment. So the necessary is to find a vendor that has the 
domain expertise and tech-savvy experts to help you 
eliminate bottlenecks while doing a new aspect that 
you are not really strong at.

JUMP IN A PROJECT WITH NO IDEAS ON
TECHNICAL ASPECTS

2

Once you found your trusted vendor, the next 
stage is to clearly discuss with your partner 
about possible delays, changes in requests, 
and timeline. To be transparent about your 
expectations, you need to clearly define all 
these possibles, then choose the right collab-
oration models that support your goals. Final-
ly, make sure to inform your partner of all of 
these expectations and input this content into 
the agreement between the two parties.

UNCLEAR ABOUT YOUR EXPECTATION
3

Another important factor is your understanding of 
how an outsourced project fits into your company’s 
objectives. Every project in your company has been 
directly affected by single outsourced aspects of the 
operation. To win the outsourcing, you have to explain 
all the details for the vendor you are considering to 
partner with, not one aspect but the whole scope of 
work and even other related projects running in your 
company.

UNABLE TO SEE THE WHOLE SCOPE
OF THE PROJECT

4

https://www.statista.com/statistics/189788/global-outsourcing-market-size/

https://www.cmcglobal.com.vn/software-engineering/offshore-it/guide-to-vietnam-outsourcing-software-development/



15PART 4. FIVE COMMON MISTAKES TO AVOID

There are several problems of software outsourcing related to liability, data protection, confidentiality, and com-
pliance, as well as intellectual property. Based on the collaboration model you select (project-based or dedicated 
team or any other), the terms in the agreement will vary. Each model has its legal terms and to avoid any legal 
common problems of software outsourcing issues, ensure to learn carefully about the subject.

Besides, legislation within the country is also a vital factor. Some IT outsourcing destinations strive to loosen the 
complicated regulations, creating favorable conditions that help tech companies to grow. Vietnam is among the 
top alluring destinations for IT outsourcing, we recommend reading our e-book: 6-Step Guide to Winning Over 
Vietnam IT Market with an Offshore Development Center.

Finally, if you have any difficulties in choosing a perfect partner that matches your needs, check out our Ultimate 
guide to outsourcing software development in Vietnam. It covers the essential aspects of IT outsourcing and 
gives you insights for better selection.

CMC Global with 27+ years in the market, partnering with a wide range of customers from startups to large enter-
prises has our extensive knowledge to assist you in coming up with innovative solutions and quality technical 
consultation.

UNABLE TO FORESEE THE RISKS OF LEGAL ISSUES
5

https://www.cmcglobal.com.vn/software-engineering/offshore-it/e-book-6-step-guide-to-winning-over-vietnam-it-market-with-an-odc/

https://www.cmcglobal.com.vn/software-engineering/offshore-it/guide-to-vietnam-outsourcing-software-development/

https://www.cmcglobal.com.vn/software-engineering/offshore-it/guide-to-vietnam-outsourcing-software-development/

https://www.cmcglobal.com.vn/software-engineering/offshore-it/e-book-6-step-guide-to-winning-over-vietnam-it-market-with-an-odc/

https://www.cmcglobal.com.vn/about-us/



Website:   www.cmcglobal.com.vn https://www.cmcglobal.com.vn/

With 27 years of experience acquired from CMC Corporation in the field of Information & 
Communication Technology (ICT), CMC Global has been providing a wide range of 
comprehensive IT services, from consulting solutions to implementing infrastructure to 
achieve the highest level of requirements.

CMC Global applies proven industry standards in operation and management systems to 
ensure the highest quality of services and meet customer satisfaction. CMC Global integrates 
international standards and quality management practices such as CMMi and ISO 27001 into 
the entire software development process, thus enhancing project delivery qualifications.

CMC Global offer reliable and high-quality services at a competitive price range that is worthy 
of our client’s trust and investment. With our help, the ODC project to your business can 
begin much sooner with much lower expenses compared to building everything from 
scratch.

Social networks:

Find more about us

COMPETITIVE PRICING POLICY

Facebook
LinkedIn
Youtube

Ashley Pham
pqanh@cmc.com.vn

Thao Pham
pmthao1@cmc.com.vn 

Team of authors

Here at CMC Global, we maintain a stringent procedure of recruitment to ensure a staff 
consisting of a pool of highly-skilled, certified and proficient software developers. They can 
help our clients reach their business goals using unparalleled domain expertise combined 
with cutting-edge technologies.

EXPERIENCED RESOURCES

Partnering with CMC Global, our clients can still retain full control over the project 
management, even from the staff selection stage for the ODC. We also adopt a flexible and 
scalable model that allows effective resources allocation in accordance with our clients’ 
demand. All projects in CMC Global is guaranteed with 100% absolute security.

We’re happy to discuss with you to find out success solution. 

SECURITY

https://www.facebook.com/CMCGlobal2017/

https://vn.linkedin.com/company/cmc-global-company-limited

https://www.youtube.com/channel/UCD6VTMoUphG42WP1CSUh4Wg
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https://www.cmcglobal.com.vn/


