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Abstract 
Many multinational enterprises are applying 

multisourcing approaches. Multisourcing is described 
as the blending of services from multiple internal and 
external vendors. In the case of one of the worldwide 
leading financial service providers the implementation 
of the multisourcing concept at the numerous business 
entities has been challenging since the group follows a 
federal IT organization model. By applying action 
research a multisourcing maturity model has been 
developed as an IT governance instrument. It is 
inspired by established maturity models and adapts 
proven methodologies whilst targeting the specific 
requirements of multisourcing. Thereby the maturity 
model provides transparency across all business 
entities, enables continuous monitoring of the 
multisourcing implementation progress and allows the 
provisioning of best-practices to a corporate group. 
With this article the authors provide insights into a 
real-life example of developing and implementing a 
multisourcing strategy and suggest an IT governance 
instrument for a multinational enterprise.  
 
 
1. Introduction  
 

Information Technology (IT) outsourcing has, over 
the last two decades, been widely discussed and 
investigated by scientific scholars. The worldwide IT 
outsourcing market was estimated at 114.6 billion USD 
in 2009 and – with a Compound Annual Growth Rate 
(CAGR) of three percent – is anticipated to reach 131.3 
billion USD in 2013 [28]. 

In recent times it can be observed that mega-deals 
under a sole-sourcing approach are less frequent and 
companies have moved to a more selective outsourcing 
approach applying multisourcing strategies. The 
sourcing advisory firm TPI found that whilst 
outsourcing deals with a volume greater than one 
billion USD – so called mega-deals – have decreased 
both in size and prevalence during the last years, the 

number of outsourcing deals singed have increased 
[13, 20].  

Both scholarly as well as practitioner-related 
literature has identified multisourcing as an emerging 
key strategy in today`s IT outsourcing endeavors [18, 
8, 17, 22]. Multisourcing is defined as the blending of 
services from multiple internal and external vendors 
[8]. The main drivers for applying multisourcing 
strategies are companies’ increased need for cost 
efficiency, flexibility, and quality in a dynamic and 
global business environment [18].  

A leading financial company – in the following 
called company ALPHA – also developed a 
multisourcing strategy and encountered a number of 
challenges with the implementation at its more than 
100 business entities. In particular, the group’s federal 
IT organization and low central governance require 
group-wide transparency, continuous monitoring of the 
implementation progress and the provisioning of best-
practices to all business entities in order to make the 
multisourcing strategy work. Therefore the need for a 
new, multisourcing specific IT governance instrument 
was identified and company ALPHA decided to 
introduce a maturity model specifically dedicated to 
multisourcing. In order to contribute both to the 
practical concerns of company ALPHA and the 
scientific body of knowledge an action research based 
approach has been chosen. With this article the authors 
present the approach accomplished and target the 
following two research questions (RQ): 

[RQ.1] Are existing best-practices and especially 
established maturity models applicable to 
a multisourcing specific situation at a 
multinational enterprise with a federal IT 
organization? 

[RQ.2] What could a multisourcing specific 
maturity model targeting the challenges of 
a multinational enterprise with a federal 
IT organization look like? 

 
The paper is structured as follows: First, the 

research approach chosen will be described. Second, 
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the authors give an overview about company ALPHA, 
its journey towards multisourcing, and the identificat-
ion of company  ALPHA’s specific multisourcing 
requirements. Third, the authors present the analysis of 
existing maturity models and illustrate the 
development of a multisourcing specific approach. 
Finally, the authors point out the lessons learned and 
describe next steps and future challenges. 
     
2. Research approach  
 

In order to target company ALPHA’s specific 
challenges and contribute concurrently to the scientific 
body of knowledge an action research based approach 
was chosen. The overall aim of action research is to 
solve practical problems and promote scientific 
progress at the same time [14, 23, 7, 19]. Action 
research thereby provides exceedingly relevant 
research findings [3]. It merges research with praxis. 
This can be illustrated as follows: On the one hand it 
was important to company ALPHA to develop an IT 
governance instrument that facilitates the degree of 
implementation of the multisourcing strategy across 
the group in order to achieve group-wide objectives 
(see 3.2). On the other hand a literature review has 
indicated that the body of knowledge lacks depth in 
terms of multisourcing governance [12]. 

Action research “first requires the establishment of 
a client-system infrastructure or research environment” 
[3]. This is represented by one of the authors being part 
of the team at company ALPHA that was in charge of 
developing the multisourcing specific IT governance 
instrument. According to Baskerville [2] the most 
prevalent approach of action research applies a five 
phase, cyclical process encompassing diagnosing, 
action planning, action taking, evaluating, and 
specifying learning [2, 27]. 

The researcher’s contribution encompassed the 
setup and coordination of the project plan, 
identification of company ALPHAs requirements, 
review of literature, analysis of existing best-practices, 
development of the maturity model concept, plan and 
execution of development and evaluation workshops, 
accomplishment of interviews and documentation. All 
steps were accomplished in a collaborative way and all 
relevant stakeholders – the central multisourcing team 
at ALPHA and the representatives of the business 
entities at ALPHA, the own offshore centre as well as 
the strategic external vendors – have been involved 
continuously. The principles of canonical action 
research were met [10]: 

- Agreement between researcher and client: 
Before the project started the researcher and 
company ALPHA agreed on the development 
of an IT governance instrument that fertilizes 

the implementation of the multisourcing 
strategy. The researcher and company ALPHA 
agreed on the timetable, the objectives and the 
roles and responsibilities. 

- Iterative process model: Table 1 illustrates the 
iterative process model that has been applied in 
the project. It shows a three-step development 
of the maturity model and the involved 
stakeholders. 

- Theoretical foundation: A literature review 
ascertained the need for further research in 
terms of multisourcing governance [12]. In 
addition, the first version (v_0) of the maturity 
model was based on established models 
identified in the literature. 

- Principal of change: The willingness to bring 
about change was identifiable throughout the 
project and fully supported by representatives 
of company ALPHA. 

- Learning through reflection: A rigorous 
documentation of the concept, accompanying 
information as well as the lessons learned, was 
accomplished. Reflections on outcomes were 
integrated into each following iterative cycle.  

 
Table 1: Iterative process model 

Maturity 
model 
version 

Iter-
ative 
cycle

Stakeholder Position 

v_0 
(based on 
literature)

N/A N/A N/A 

v_1 I ALPHA – 
central 
multisourcing 
team 

Transition 
manager 

v_1 I ALPHA – 
central 
multisourcing 
team 

Project 
manager 

v_2 II Business 
entity of 
ALPHA 

Multisourcing 
manager 

v_3 III Offshore 
centre of 
ALPHA 

Relationship 
manager 

v_3 III Strategic 
external 
vendor 

Relationship 
manager 

 
3. Company ALPHA’s journey towards 
multisourcing 
 

In the following the authors describe the general 
setup at company ALPHA, the development of a 
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multisourcing strategy and the specific requirements of 
company ALPHA that are derived from the 
implementation of the multisourcing concept. 

  
3.1. General setup 
  

Company ALPHA is one of the leading financial 
services providers worldwide. It serves more than 75 
million clients with about 150,000 employees and 
offers insurance, banking, and asset management 
products in about 70 countries. Company ALPHA is a 
multinational enterprise with a group center and more 
than 100 business entities. It can be described best as a 
management holding with a group center and legally 
independent business entities where the group center 
does not assume any operational responsibility and 
rather manages the group. A management holding can 
be specified by a systematic delegation of duties 
between the group center and the business entities. It 
combines e.g. the advantages of smaller, local 
companies like flexibility and customer orientation 
with those of large enterprises like market presence 
and power as well as economies of scale [21, 25].  

In the IT function, company ALPHA can be 
characterized through a more decentralized 
organization with both a Group Chief Information 
Officer (Group CIO) and local CIOs at business entity 
level and a federal model in regards of IT governance. 
Weill and Ross define the federal model “as 
coordinated decision making involving both a center 
and its business units” [29, 30] and Handy emphasizes 
that responsibilities and accountabilities of multiple 
governing bodies span at least two hierarchical tiers 
[11]. This is e.g. reflected in an IT committee that is 
headed by the Group CIO and encompasses local CIOs 
of the main business entities. 

 
3.2. Development and implementation of a 
multisourcing strategy 
  

Up to two years ago company ALPHA had neither 
a coherent, group-wide sourcing strategy in the IT 
function nor a high degree of offshoring. The supplier 
base was largely unconsolidated and the costs were not 
competitive with best-in-class market players. 
Company ALPHA therefore developed a global 
sourcing strategy in order to achieve three objectives. 
First, reduce factor costs; second, increase service 
quality; and third, reduce complexity in the application 
landscape. These aims were to be achieved by 
leveraging company ALPHA’s own offshore center, 
and by consolidating the remaining sourcing activities 
to a few strategic external vendors. 

The multisourcing concept at company ALPHA has 
been developed by a central multisourcing team at the 

group center and rolled-out in different waves to the 
business entities. The business entities’ CIOs were 
responsible for implementing the multisourcing 
concept at business entity level. The central 
multisourcing team supported the local CIOs but did 
not have the authority to force them to implement the 
multisourcing concept due to low central governance. 

The centrally developed concept encompassed a 
contractual framework with a few strategic external 
service vendors. The contractual framework comprises 
of: 

- The multisourcing master service agreement 
(MMSA) at group level 

- The multisourcing business entity  specific 
service agreement (MBSA) at business entity 
level 

- The multisourcing project specific service 
agreement (MPSA) at project level 

 
Figure 1 illustrates the contractual framework with 

its components on three levels and the involved parties. 
The MMSA is a comprehensive legal framework 
covering the global relationship between company 
ALPHA as a group and each of the strategic external 
vendors (group level). Each individual business entity 
has to sign a MBSA with the respective local subsidiary 
of the strategic external vendors. This aims to cover 
local laws and regulations (e.g., country specific laws) 
at a business entity level. For each project a MPSA has 
to be signed between the business entity and the 
respective subsidiary of the strategic external vendor. 
The MPSA is strictly project related and does not cover 
legal topics anymore.  
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Figure 1: Contractual framework 

 
3.3. Requirements of company ALPHA 
  

The main challenge company ALPHA faced was 
the implementation of the concept at the more than 100 
business entities whilst not having central governance 
to force business entities. Consequently the need for an 
IT governance instrument has been identified that 
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enables the monitoring of the implementation progress 
and provides best-practices for implementing and 
executing the multisourcing concept at business entity 
level. Therefore the following requirements have been 
defined: 

- [R.1] Provide transparency along the 
multisourcing life-cycle 

- [R.2] Enable the monitoring of the 
implementation progress at business entities 

- [R.3] Allow for comparison and classification 
of different business entities 

- [R.4.1] Provide best-practices to improve the 
implementation process at business entities 

- [R.4.2] Provide best-practices to optimize the 
execution of multisourcing at business entities 

- [R.5] Avoid ambiguities 
- [R.6] Provide a coherent approach 
- [R.7] Maintain ease of execution 

 
To meet the requirements in general and the 

requirements R.2, R.3, R.4.1 and R.4.2 in particular, 
the central multisourcing team decided to apply the 
concept of a maturity model because maturity models 
are conceptual models that outline an anticipated, 
typical, logical, and desired evolution path [5]. 
According to Becker et al. “advancing on this path 
involves a continuous progression regarding the 
organization’s capabilities or process performance” 
[4]. Thereby a maturity model provides criteria and 
characteristics that need to be fulfilled to reach a 
particular maturity level [4]. Maturity models are used 
to assess the as-is situation, to derive and prioritize 
improvement measures and to control implementation 
progress [16]. Those characteristics support the need of 
company ALPHA. 

  
4. Analysis of existing best-practices  

 
In a first step the maturity model core team at 

company ALPHA decided to analyze existing best-
practices and to validate if these concepts could be 
applied as whole or partially to the requirements 
identified earlier in this article. This analysis aims to 
answer research question 1 ([RQ.1] Are existing best-
practices and especially established maturity models 
applicable to a multisourcing specific situation at a 
multinational enterprise with a federal IT 
organization?) 

First a literature review was conducted in order to 
identify relevant best-practices. In a second step, the 
relevant concepts were analyzed in terms of their fit 
regarding the requirements of company ALPHA.  

Within the literature review the authors searched 
for maturity models that correspond to the sourcing 

situation of company ALPHA, are already established 
across multinational enterprises and well documented. 
The following maturity models have been identified: 

- Capability Maturity Model Integration for 
Acquisition (CMMI-ACQ) [26] 

- eSourcing Capability Model for Client 
Organizations (eSCM-CL) [15] 

- IT Procurement Maturity Model [6]  
 
In addition to the maturity models, best-practice 

frameworks of market research companies such as 
Gartner, Inc. and Forrester Research, Inc. were 
analyzed; their experience with multisourcing means 
they are of considerable practical relevance for 
company ALPHA. The following two concepts have 
been identified: 

- Gartner Multisourcing Competencies [24] 
- Forrester Multisourcing Roadmap [9]  
 
Subsequently, all concepts have been analyzed and 

evaluated in terms of the requirements of company 
ALPHA. The detailed analysis can be seen in Table 2 
(full means completely accomplished, half means 
somewhat accomplished, and empty means not 
accomplished). 

It can be observed that the two established 
frameworks CMMI-ACQ and eSCM-CL are far too 
detailed and that requirement R.7 (ease of execution) is 
not met at all. Furthermore, the maturity models 
provide, of course, best-practices but do not meet the 
multisourcing specific requirements in terms of 
providing best-practices to the business entities either 
in order to improve the implementation process (R.4.1) 
or to optimize the execution of the multisourcing 
concept (R.4.2). Additionally, the important 
requirements in terms of providing transparency along 
the multisourcing life-cycle (R.1) and monitoring the 
implementation progress (R.2) are not addressed.  

Nevertheless, CMMI-ACQ, eSCM-CL, and to some 
extent the Gartner IT Procurement Maturity Model 
provide an established methodological basis and some 
content-wise aspects for the development of a company 
ALPHA specific multisourcing framework. They allow 
company ALPHA to compare and classify business 
entities (R.3), avoid ambiguities (R.5) and provide a 
coherent approach (R.6). Therefore company ALPHA 
applies the proven maturity methodology of CMMI-
ACQ, eSCM-CL, and Gartner with various maturity 
levels and predefined best-practices.  

The identified best-practice frameworks of market 
researchers are simply a list of competencies and best-
practices to be taken into account. They do not allow 
for comparison or classification (R.3), may lead to 
ambiguities (R.5) and do not provide a coherent 
approach (R.6).  

Proceedings of the 44th Hawaii International Conference on System Sciences - 2011

4



Table 2: Analysis of existing maturity models / best-practice frameworks 

Requirements of company 
ALPHA 

CMMI-
ACQ 
[26] 

eSCM-
CL 
[15] 

IT 
Procurement 

Maturity 
Model 

[6] 

Gartner  
Multi-

sourcing 
Competencies 

[24] 

Forrester 
Multi-

sourcing 
Roadmap 

[9] 

[R.1] Transparency along the 
multisourcing life-cycle      

[R.2] Monitoring of 
implementation progress at 
business entities 

     

[R.3] Comparison and 
classification of business entities      

[R.4.1] Provide best-practices to 
improve implementation process 
at business entities 

     

[R.4.2] Provide best-practices to 
optimize execution of 
multisourcing at business entities 

     

[R.5] Ambiguity avoidance      

[R.6] Coherent approach      

[R.7] Ease of execution      

 
However, those approaches are easy to implement 

(R.7) and do provide a good overview of competencies 
a company should acquire while applying a 
multisourcing concept (R.4.1, R.4.2). In addition, 
transparency along the multisourcing life-cycle (R.1) 
and the ability to monitor the implementation progress 
are given to some extent. Therefore especially content-
oriented aspects were taken into account at company 
ALPHA.  

 
5. Towards a multisourcing maturity 
model 
  

Since none of the analyzed best-practice 
frameworks could be applied to the identified 
requirements an own multisourcing maturity model has 
been developed. This concept adopts established 
elements of the analyzed frameworks and complements 
it with the detailed requirements. In the following the 
authors describe first the approach of company 
ALPHA and second some exemplary details of the 
different maturity levels. With this the authors target 

research question 2 ([RQ.2] What could a 
multisourcing specific maturity model targeting the 
challenges of a multinational enterprise with a federal 
IT organization look like?).  

 
5.1. The concept of the multisourcing maturity 
model  
  

The multisourcing maturity model is based on the 
methodology of established maturity models such as 
CMMI-ACQ, eSCM-CL, and the Gartner IT 
Procurement Maturity Model and integrates best-
practices derived both from the maturity models as 
well as the market researchers.  

Table 3 gives an overview of the maturity model 
that has been developed. Horizontally it separates five 
maturity levels and vertically it represents the 
multisourcing life-cycle.  
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Table 3: Multisourcing maturity model 
Dimen-

sion 
Sub- 

Dimension Level 1 Level 2 Level 3 Level 4 Level 5 
[A

] M
ul

tis
ou

rc
in

g 
pr

ep
ar

at
io

n [A.1.] 
Utilization of 
contractual 

multisourcing 
framework 

[A.1.1] 
MBSA with 
vendors have 

not been 
signed  

[A.1.2] 
MBSA with 
vendors have 
been piloted 

[A.1.3] 
MBSA with 
vendors and 
at least one 
MPSA have 
been signed 

[A.1.4] 
MMSA, 

MBSA, and 
MPSA are 

widely used 

[A.1.5] 
MMSA, 

MBSA, and 
MPSA are 

established for 
all projects 

[A.2] 
Aspiration 

level of 
applying 

multisourcing 

[A.2.1] 
Financial 

benefits of 
applying 

multisourcing 
have not been 

estimated 

[A.2.2] 
Financial 

benefits of 
applying 

multisourcing 
have been 
estimated 

[A.2.3] 
Financial 

benefits have 
been 

committed  

[A.2.4] 
Besides 

[A.2.3], the 
productivity 

has been 
increased 

[A.2.5] 
In addition to 
[A.2.4], the 
complexity 

has been 
decreased 

[B
] M

ul
tis

ou
rc

in
g 

ex
ec

ut
io

n 

[B.1] 
Adaptation of 

roles and 
responsibilities 

(R&R) 

[B.1.1] 
Specific 

multisourcing 
R&R are not 

existing 

[B.1.2] 
A few 

multisourcing 
specific R&R 

have been 
identified and 

some have 
been 

established 

[B.1.3] 
The most 
important 

multisourcing 
R&R have 

been 
established 

[B.1.4] 
All specific 

multisourcing 
R&R have 

been 
established 

[B.1.5] 
Continuous 

improvement / 
optimization 

of 
multisourcing 
specific R&R 

[B.2] 
Establishment 

of 
multisourcing 

processes 

[B.2.1] 
Multisourcing 
processes are 

not 
established 

[B.2.2] 
Multisourcing 

processes 
have been 

piloted 

[B.2.3] 
Multisourcing 

processes 
have been 
established 

for the 
majority of 

relevant 
sourcing 
projects 

[B.2.4] 
Multisourcing 
processes have 

been 
established for 

all relevant 
sourcing 
projects 

[B.2.5] 
Continuous 

improvement / 
optimization 

of 
multisourcing 

processes 

[C
] M

ul
tis

ou
rc

in
g 

go
ve

rn
an

ce
 a

nd
 p

er
fo

rm
an

ce
 

m
an

ag
em

en
t 

[C.1]  
Utilization of 
multisourcing 

governance 
principles 

[C.1.1] 
Multisourcing 

governance 
principles are 

not 
established 

[C.1.2] 
Multisourcing 

governance 
principles are 

limited to 
purchasing 

[C.1.3] 
Multisourcing 

governance 
principles are 

actively 
piloted 
beyond 

purchasing 

[C.1.4] 
Multisourcing 

governance 
principles have 

been 
established 
across the 

business entity 

[C.1.5] 
Continuous 

improvement / 
optimization 

of 
Multisourcing 

governance 
principles 

[C.2]  
Usage of 

multisourcing 
KPIs 

[C.2.1] 
Multisourcing 
KPIs are not 
established 

[C.2.2] 
A few 

multisourcing 
KPIs have 

been 
established 

[C.2.3] 
A group 

standard set 
of financial 

and 
operational 

multisourcing 
KPIs have 

been 
identified and 

established  

[C.2.4] 
In addition to 

[C.2.3], 
supplier 

performance 
KPIs have 

been identified 
and established  

[C.2.5] 
An integrated 
dashboard of 
multisourcing 

KPIs and 
business KPIs 

has been 
identified and 

established 
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Following CMMI-ACQ, eSCM-CL, and the 
Gartner IT Procurement Maturity Model, company 
ALPHA applied five maturity levels [26, 15, 6]. The 
following maturity levels have been defined in order 
to classify company ALPHA’s business entities’ 
maturity towards multisourcing and allow for 
comparison (R.3): 

- Level 1: Multisourcing prepared 
- Level 2: Multisourcing engaged 
- Level 3: Multisourcing established 
- Level 4: Multisourcing managed 
- Level 5: Multisourcing optimized 

 
In addition to the five above mentioned maturity 

levels, a level 0 labeled multisourcing incomplete has 
also been defined. Level 0 applies to business entities 
that do not deal with multisourcing at all.  

In order to move from level 0 to level 1 
(multisourcing prepared) the business entities need to 
fulfill the following basic multisourcing requirements 
that are not included in Table 3: 

- Awareness about the multisourcing concept 
and its contractual framework 

- Identification of business entity specific 
multisourcing potentials 

- Integration of the multisourcing concept into 
business entities’ sourcing strategy 

 
This provides the ability to monitor the 

implementation progress at business entity level 
(R.2). 

Besides the maturity levels company ALPHA 
defined three dimensions that are related to the life-
cycle of their business entities’ multisourcing 
endeavors and are derived both from practitioner 
literature (see inter alia [9, 24]) as well as scholarly 
literature (see inter alia [1]). Each dimension is 
subdivided into two sub-dimensions providing 
coherent transparency (R.1). 

While integrating the above mentioned concepts 
from a content perspective and accumulating with the 
experience of the central multisourcing team as well 
as representatives from external vendors, from the 
company’s own offshore center and business entities’ 
representatives, a multisourcing specific best-practice 
framework was defined during a number of cycles 
(R.4.1, R.4.2). By concentrating on three dimensions 
the model provides a coherent approach whilst 
maintaining ease of execution (R.6, R.7). In addition, 
it is supported by clear definitions for all applied 
terms (R.5) by an extensive documentation. 

 
   
 

5.2. Exemplary description of the 
multisourcing maturity levels 
 

The multisourcing maturity model has two 
extremes: the lower end level 1 labeled multisourcing 
prepared and the upper end level 5 labeled 
multisourcing optimized. It is beyond the scope of 
this article to describe all multisourcing maturity 
levels in detail and therefore the authors will focus 
exclusively on the two extremes. 

 
 5.2.1. Level 1: Multisourcing prepared. At the 
lower extreme of the multisourcing maturity model – 
level 1: multisourcing prepared – a business entity is 
required to fulfill the above mentioned basic 
multisourcing requirements (see 5.1) indicating that 
the multisourcing concept is part of the business 
entities’ sourcing strategy, that the business entity 
specific potentials have been identified and that the 
business entity is aware of the contractual framework 
negotiated by the group center. Thereby it is 
distinguished from level 0 (multisourcing 
incomplete). Level 1 proves that the business entity 
would be “prepared” to use the multisourcing concept 
but does not require any deliverables from the 
business entity so far. Therefore, for instance, the 
multisourcing business entity specific agreements 
(MBSA) with the external vendors do not need to be 
signed (A.1.1) or multisourcing specific roles and 
responsibilities do not exist (B.1.1). As of level 2, 
defined deliverables need to be accomplished in order 
to progress to another maturity level. 

 
5.2.2. Level 5: Multisourcing optimized. At the 
upper extreme of the multisourcing maturity model a 
business entity is classified as multisourcing 
optimized (level 5). A business entity has established 
the whole contractual framework – encompassing the 
multisourcing master service agreement (MMSA), 
the multisourcing business entity specific agreement 
(MBSA), and the multisourcing project specific 
agreement (MPSA) – for all relevant projects across 
the whole organization (A.1.5). It has achieved all 
three defined objectives of company ALPHA’s 
multisourcing strategy, namely cost reduction, 
productivity enhancement and complexity reduction 
(A.2.5). It continuously improves and optimizes 
multisourcing specific roles and responsibilities 
(B.1.5), multisourcing processes (B.2.5), and 
multisourcing governance principles (C.1.5). 
Furthermore the business entity is required to 
establish an integrated dashboard of multisourcing 
KPIs – encompassing a group standard set of 
financial KPIs, operational KPIs, and supplier 
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performance KPIs – and business entity specific 
business KPIs (C.2.5).  
 
6. Lessons learned  
 

During the collaborative study with company 
ALPHA, the authors found a set of lessons learned. 
The most relevant ones are described in the following 
chapter. 

Lesson 1: Besides providing transparency and 
enabling the monitoring of the implementation 
progress, the concept of maturity models provides 
best-practices to the business entities of company 
ALPHA. Company ALPHA’s low central governance 
required an instrument that provides transparency and 
enables the monitoring of the implementation 
progress of the multisourcing concept at the 
numerous business entities. This can be achieved by 
classifying each business entity applying the maturity 
level descriptions. In addition, the maturity level 
descriptions provide a set of best-practices to the 
business entities in order to improve the 
implementation process and optimize the 
multisourcing execution.  

Lesson 2: Adaption of established maturity 
models required to meet specific needs. While 
working jointly with company ALPHA, the 
researchers determined that established maturity 
models do not match company ALPHAs’ specific 
requirements. However, proven methodologies such 
as the maturity level concept should be applied.  

Lesson 3: Low central governance complicates 
the implementation process of a centrally developed 
multisourcing concept. In the case of company 
ALPHA, it can be noticed that the low central 
governance within the federal IT organization 
complicated the implementation process at business 
entity level. The central multisourcing team had to 
provide a great deal of support and persuasion while 
communicating on a constant basis with the 
responsible business entity CIOs. The need for 
additional IT governance instruments has been 
identified.  

Lesson 4: Integration of all relevant stakeholders 
fosters acceptance of the maturity model. The 
integration of all relevant stakeholders fosters the 
acceptance of the maturity model and ensures high 
quality. Especially in an organization with a federal 
model it is recommended to involve and inform all 
stakeholders from the beginning. 

Lesson 5: Extensive documentation of the concept 
and lessons learned facilitates successful 
implementation. The basis for a successful 
implementation of the maturity model is an extensive 
documentation of the concepts, the applied terms and 

the lessons learned. Furthermore ambiguities can be 
avoided. A detailed documentation provides best-
practices to the business entities and illustrates an 
evolution path in order to improve the 
implementation process and optimize the execution 
of a multisourcing strategy. 
 
7. Conclusion and further research 
 

With this article the authors describe a 
multisourcing specific maturity model that has been 
developed at company ALPHA and used as an IT 
governance instrument in a federal IT organization. 
In order to contribute both to the practical concerns 
of company ALPHA and the scientific body of 
knowledge an action research based approach was 
chosen. 

The authors target two research questions. First 
they analyze and evaluate established maturity 
models in terms of the specific requirements of 
company ALPHA in order to address research 
question 1 ([RQ.1] Are existing best-practices and 
especially established maturity models applicable to 
a multisourcing specific situation at a multinational 
enterprise with a federal IT organization?). 
Consequently, established maturity models such as 
CMMI-ACQ, eSCM-CL, and the Gartner IT 
Procurement Maturity Model have been analyzed and 
evaluated in terms of company ALPHAs’ specific 
requirements. It has been figured out that none of the 
existing maturity models can be applied to the 
specific multisourcing situation at company ALPHA. 
Notwithstanding, the methodology and some content-
oriented aspects should be adapted.  

Second, based upon those observations the 
authors describe a maturity model that has been 
developed at company ALPHA in order to meet 
company ALPHA’s specific requirements within a 
federal IT organization. Herewith, the authors target 
research question 2 ([RQ.2] What could a 
multisourcing specific maturity model targeting the 
challenges of a multinational enterprise with a 
federal IT organization look like?). Company 
ALPHA’s multisourcing maturity model is based on 
the methodology of established maturity models and 
separates five maturity levels. The three main 
dimensions of the model are derived from the 
multisourcing life-cycle described both in practitioner 
as well as scholarly literature. Each maturity level is 
described by a precise set of characteristics that allow 
company ALPHA to monitor the implementation 
progress at business entity level. 

With this study the authors provide insights into a 
real-life example of developing and implementing a 
multisourcing strategy at one of the leading financial 
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service providers worldwide and describe an IT 
governance instrument that enables company 
ALPHA to provide group-wide transparency, 
facilitate continuous monitoring of the 
implementation progress and allow the provisioning 
of best-practices to all business entities. 

This article is, however, beset with certain 
limitations, for instance, the very close project setup 
with company ALPHA. Or, that a different selection 
of maturity models and best-practices of market 
research companies would have led to a slightly 
diverse outcome.  

However, this article describes only an initial 
study which is expected to lead to considerable 
practical and theoretical work in the future. The 
authors expect to conduct further studies on how 
multinational enterprises govern the implementation 
of multisourcing concepts. Especially in regards of 
the applicability of the derived maturity model the 
authors suggest further research. On the one hand 
detailed effects of the implementation of the maturity 
model as well as the success of the multisourcing 
concept at company ALPHA should be further 
investigated. On the other hand the maturity model of 
company ALPHA could be applied to another 
company and it might be worthwhile to investigate 
the approaches of comparable companies facing a 
similar situation.  
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