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Dr. Keith Purser,

The following is an empirical summary of the initial analysis on the question whether it would be advantageous to open a services branch for Advanced International Corporation (AIC) in India. It certainly calls for further due diligence of which I look forward to your comments and direction.

Introduction

AIC is an advanced technology development and services company founded since 1982 in Hoffman Estates, IL. The core competency of the organization is the offering of development and or services requiring advanced management of corporate data for the purposes of integrity, usability, and the streamlining of such integrations for company specific deliverables.

Over the past five years AIC has achieved phenomenal growth in excess of 50% per year in providing services to fortune 500 organizations that allow for consolidating the efforts as pertains to infrastructure integration providing integration strategies and technologies to streamline and create operational efficiencies. This growth has resulted in a $35 billion organization operating in 3 countries with over 5000 employees. The basis of the International operations thus far has been focused primarily around revenue generation as it pertains to the sales of the service and technology offerings.

The foundation of such success is first and foremost the expertise and knowledge of AIC’s key resources and the open architecture of the base technologies developed by such resources. This success as well is driven within the culture and management philosophies instilled within AIC. First and foremost being a company of keen intellect regardless of cost meeting the needs of the respective clients through innovative approaches to specific challenges. The atmosphere within AIC cultivates the creativity, challenges, and empowerment of such resources. This is supported by the willingness of AIC’s resources to embrace the daily challenges faced by others to formulate the solutions necessary. The internal wealth of intellectually rich resources is confirmed by the positioning AIC holds within the business climate as a market leader solutions provider. This said, the market perception of high quality and technology savvy solutions is encumbered with higher costs to clients as the intellectual expertise of AIC’s resources existing solely in a domestic capacity require such a higher cost structure to ensure organizational sustainability and resource attractiveness. 

The opportunity to leverage offshore expertise has been increasingly popular over the past several years gaining the ability to scale and leverage through lower cost channels providing a more competitive global view of the perceived.  The abilities to leverage complimenting intellect combined with varied skill sets driven by multi-cultural expertise comes with advantages through the utilization of developing countries such as India. The cost of such expertise is dramatically reduced with wage earners being a fraction of the cost as compared to AIC’s domestic resources. This allowing for the ability to compete globally with competitors in AIC’s like markets. The core functional working of such systemic and resource relations does not come without fundamental infrastructure changes yet do leverage core competence within AIC.

Literature Survey

Studies on International expansions and core competency placement within India are in abundance. Ariño et al express there are two main reasons for such an expansion being either to expand products or services in other countries or to source inputs that are wither not available or too costly to perform on a domestic basis (Ariño, Ghemawat, & Ricart, 2004). Van Vreede goes on to support such claims of Ariño yet expresses concern of select talent being difficult to source with the saturation within the market (Van Vreede Sheree, 2008). Benefits include not only scale and leverage, but exposures to technical expertise as it pertains to the latest technologies as described by The Hackett Group, which are not available in AIC’s current state. They go on to say that expected growth in such a market over the next three years is expected to exceed 50%+ (The Hackett Group Inc., 2008). Corporations have attributed in excess of $300 billion in IT savings in just the past year by creating such offerings and services (Skeezian, 2003). 

Several articles of information are available in reference to the International expansion strategies into India relevant to IT development and services (see for instance McDougall, 2005, Martin & McMahon, 2008, Fontanella-Khan, 2008) which are not options for specializations far outreaching AIC’s core expertise. Future expansion in such competencies are inevitable within the growth and expansion plans supported by investments in educational institutions that will deliver in excess of forty thousand graduates a year with technical expertise to drive development as described by the Fontanella-Khan (Fontanella-Khan, 2008).

Equally important to consider are the challenges as pointed out as well by Fontanella-Khan with shortfalls in expertise for the near-term while educational infrastructures are put in place to meet the demand (Fontanella-Khan, 2008). Martin and McMahon go on to suggest a blended structure inclusive of both offshore in-source as well as near-shore outsource as a more conservative approach to limit risk (Martin & McMahon, 2008). The follow-up to expertise shortcomings is substantiated and rebutted by Williams communicating sound methodologies for infrastructure and resource designs that enable such platforms to streamline integration and the synergies to gain the apparent benefits (Williams, 2007). Apparent risks as identified by Calabreese are the expectations for like quality as realized by domestic organizations are jeopardized with improperly expected results and communications (Callabreese, 2008).
The added benefits to such an endeavor for AIC are all encompassing, inclusive of not only internal cost reduction benefits, but an increases in technology offerings as a whole according to Singh, a well known technology researcher from Delhi (Singh, 2007). Although some robust benefits and strategies benefit AIC domestically, the market opportunity for the AIC services is vast with limited competition in existence today according to industry reports. The mainstream growth within India has created similar systemic and infrastructure challenges those AIC addresses with its solutions according to Sing (Singh, 2007).

Research Question

To what extent would AIC benefit from the placement of offshore development facilities in India in respect to global competition? 
Theoretical Framework

The dependant variable global competitiveness, which is the variable of primary interest, is explained by four independent variables which are 1) cost control, 2) quality, 3) requirements communication, and 4) resource expertise availability as demonstrated in figure one.

Cost Control

Figure 1: Relationship Variable Diagram

The limiting of trained resources as an independent variable, impacts the ability to compete on a global platform since the resources required will not be available. For example, the expected product deliverables are a direct output of the trained subject matter experts. The inability to attain such resources will create a deficiency in delivering the end product. Untrained resources will result in non-functioning products or applications. 
The independent variable of quality of the output and development drives the ability for AIC to compete on a global scale as the perceived level of expectations of clients is high with such premium positioning as AIC holds. The ability to synergize efforts to meet the standard that is the foundation of AIC is critical to the success of offshore core expertise. The perceptions of AIC could possibly shift from quality conscious to cost driven with such a transition. 


A key element of such a transition is the independent variable of communication of requirements and the interpretations of such requirements. Improper interpretations of client expectations will result in missed deliverables, again impacting the ability to meet the expectations of the end result to the client. The current model of AIC and requirements gathering will take on a new perspective as a layer of communication is placed within the current workflow. Without the proper control points and clarifications inserted into the process, AIC’s perceived value on a global perspective will change dramatically with the possible inability to participate in more lucrative opportunities. The dependant variable of global competitiveness is most definitely impacted by communication.


Another independent variable is cost competitiveness plays a key role in the ability to compete on a global scale. The ability to reduce the largest overall cost of business by as much as 20% is a must to maintain and achieve market positioning and compete financially on the global markets (Singh, 2006). The labor management is of primary concern with the current state of AIC leveraging purely domestic development. The possibility delivered by such a model allows the organization to focus on scale and growth while enabling performance. The dependant variable of global competitiveness is continuous with the independent variable of cost competitiveness.

Hypotheses

1. If development is moved to an offshore facility in whole, the perceived level of quality by clients will be reduced.

2. Technological developments are much more advanced in India rather than the United States.

3. If AIC is unable to attain skilled resources in India, the failure of such an initiative is inevitable.

4. If the offshore facility located in India is successful, then AIC will emerge a stronger, more successful organization positioned for stronger performance and growth.

5. The skills of the Indian market are stronger than that of the US.

6. The cost of the US developers is more than the developers of India.

7. Opening a branch in India will increase profits.

Scientific Research Design


Research Question

In-depth analysis is necessary to determine the feasibility of the above hypothesis. The posed challenge is again stated as to what extent would AIC benefit from the placement of offshore development facilities in India in respect to global competition? 
Purpose of the Study


The management of AIC is in seeking of the feasibility of opening offshore development facilities in the country of India. The question as it pertains to the desired state is Will AIC benefit from an offshore development facility by increasing profits?  Although AIC has extensive experience in the International marketplace, this experience is specific to the sales and services offered with no current production or development currently performed in the International market. All current offerings supported are developed through domestic resources encompassed in multiple facilities throughout the United States. There is a plethora of research and information available in respect to the proposed challenge. 


The TaTa Group has leveraged high-technology development to build an infrastructure a services offering in support of such initiatives as AIC. The TaTa group reports revenues in excess of $21B annually with development resources exceeding 5200 employees all based in Mumbai, India (The TaTa Sons LTD, 2008). The TaTa  Group is a global leader in both BPO (business process outsource) as well as consultant services enabling companies to leverage expertise as it pertains to services in respect to the initiatives as described by AIC. Skilled expertise is reflective in all platforms relevant to AIC core infrastructures such as XBRL, CXML, WebSolutions, as well as all Microsoft platforms for development (The TaTa Sons LTD, 2008). Their state-of-the-art dashboards allow for realtime production and product management allowing for collaboration between multiple geographically dispersed departments at a global level (TaTa-BSS Inc., 2008). 

Hypothesis Testing


The hypothesis testing to be included in the said research will comprise of a pilot operation leveraging both internal and external resources. The simultaneous operations will leverage a select group designed to mimic the realized operations as depicted through the requirements to support or deny the hypotheses as stated. 

The said pilot configuration will be in partnership with The TaTa Group located in Mumbai, India. TaTa BPO is the largest solutions provider within India. The pilot will include complete integration testing of the proposed workflows, collaboration and production management tools, as well as staffing in respect to skill sets, translation and comprehension. The overhead and administrative costs to perform such a pilot will be reflective of current rates within the proposed setting within India with the realized rates billed on a predetermined hourly consulting rate through The TaTa group. The validations to be determined through such an analysis will include development modeling, product placement and expertise, translation accuracy, as well as scope of work understanding. Translation is not relevant to the linguistic requirements more so the technical interpretations. 

The measurable results are to be gathered monthly as standard business practices require measuring performance by way of divisional and product P & L’s with domestic and pilot comparisons compiled for monthly status. 


The proposed methodologies allow for the identifications of best and worst case efforts to predetermine successes on a byproduct basis. This in turn will also eliminate the unknown factors of relevancy provided the hypothesis is supported by the results of such hypothesis testing as depicted by IT Outsourcing (IT Outsourcing Inc. , 2005). Product development supported will be completed on a test platform conducive with existing production platforms domestically. Strategies will be converted to live environment test upon successful results compilation, which as well is supported by Callabreese’s best practices approach as outlined (Callabreese, 2008). Supported platform migration to a live environment will allow for platform sustainable revenues in support of the said pilot limiting the investment from AIC’s perspective. Scale and leverage will be afforded based on migration plans.

Upon successful completion and hypothesis acceptance, the existing pilot will be transferred to provide the infrastructure required for the introduction to AIC’s first offshore development office within the country of India. Complete structuring of such an office to be determined throughout the pilot testing phase based on product fit.
Data Collection


Data requirements for the propsed scenerio is comprised primarily of a qualitive nature to gain directionally accurate finding to substantiate the proposed. It is compiles through the use of surveys, questionares, interviews both structured and unstructured as well as available reporting from a variety of subject matter experts. 


Data required going further will be inclusive of substantial proprietary financial information as needed for analysis purposes to determine acceptable performance levels. Data utilized will be of a quantitative nature to evaluate exacting peramiters. Other qualitative data will be gained from non intrusive interviews of participates within the proposed.

Additional sources of data will be provided by select sources such as the following:
1. IEEE Membership – Advance technology Research Organization (http://www.ieee.org/portal/site/iportals/)

2. The TaTa Group  - Consultant Partnership (http://www.tata.com/default.aspx)

The information to be collected from the selected sites will comprise of both quantitative as well as qualitative. There will be instances where the qualitative data collected will be used to create quantitative data to substantiate, support or disprove the required analysis. 

The data will be collected through various means of reporting, and methods as stated above. The information will ultimately substantiate the research question at hand, “To what extent would AIC benefit from the placement of offshore development facilities in India in respect to global competition? “

Types of Investigation


The ability to transition all or part of the domestic development of both products and or services for AIC will allow for a considerable increase in profits for AIC. Such a relationship will provide the basis for the correlational study to determine the benefits of such (Sekaran, 2003). Such determinations will assist in the identification of future working relationships and groupings of functional expertise determind to drive cost reduction and platform efficiencies. 
Extent of Researcher Interference


With the extent of the proposed pilot testing scenario, the extent of the researcher’s interference is limited to the pilot operation with minimal impact to the normal workflows within AIC’s domestic operations. 

Study Setting


The inception of testing within the pilot operation will initialize in a contrived setting that will inevitable transition into noncontrived as the accepted practices progress to the live production environment. The overall field study will be leveraged as an introduction and to determine best fit while once such a progression, field experiments will commence to gain the necessary clarifications of best practices and fit.
Unit of Analysis


The unit of analysis for the pilot as it compares to the domestic operations will be on a departmental basis in support of both products and functional requirements by AIC (Sekaran, 2003). 
Time Horizon


The time horizon will inevitably be compiled as a one-shot or cross-sectional study with the results compiled over a period of 12 months. Such data collected will substantially accept or refute such hypothesis.
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