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IT outsourcing and cus-

tomer issues related to this 

have changed dramatically 

during the past few years. 

Just like the question of 

“if” has been replaced by 

“what” and “how”, it no 

longer focuses entirely on 

costs, but on how to fulfill 

publishers’ new business 

requirements better.

IT rightsourcing 
            for publishers

cation management – which, up to now, 

was taboo in the rather conservative 

IT departments of publishing houses – 

comes in.

Outsourcing application  
management 

By outsourcing their application man-

agement, publishers aim to

   reduce their operating expenses

   improve time-to-market, quality 

and adherence to deadlines in ful-

filling business requirements

   improve the quality of their ser-

vices

  reduce the risk of interrupting 

operation

  increase their system operation to 

24/7

  improve the quality of the innova-

tion process 

Their implementation will create sig-

nificant advantages for achieving a pub-

lisher’s strategic goals.

Outsourcing one’s application manage-

ment, however, is much more complex 

than outsourcing one’s infrastructure. 

There are therefore a number of pre-  

T
he publishing industry is in a state 

of rapid change that is continuing 

to accelerate. The speed at which 

products, business models and business 

processes are changing in the transition 

from classic newspaper publishers to 

multichannel information and service 

providers presents an enormous chal-

lenge to the publisher’s IT department   

The continued use of new technologies 

is imperative here; cloud computing 

should be regarded as one of the key 

technologies here. 

Due to the high demands, more and 

more companies have decided to re-

duce the level of production in their IT 

department even further and to focus 

on their core competences. In classic in-

frastructure management, outsourcing 

providers are normally cheaper than 

publishing companies due to being 

specialized and the economies of scale 

arising from this. Through outsourc-

ing, customers achieve greater flexibil-

ity in using their resources and benefit 

from the standardized technology used 

by the service provider. Although this 

provides a solid foundation for the pub-

lisher’s IT department, it’s not always 

enough to fulfill new business require-

ments. This is where outsourcing appli-
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Only in a few cases, for instance for SAP 

systems, there are a number of poten-

tial providers on the market. Frequent-

ly, the manufacturer of the respective 

software system is the only available 

provider. When assessing an outsourc-

ing provider, the key aspects to take into 

consideration are his know-how of oper-

ative business, his service management 

methods and tools, as well as his capac-

ity for adjustments and developments. 

In addition, any features that have been 

agreed on should be set down in a bind-

ing contract.

Outsourcing to a cloud

The integration of cloud solutions in 

the IT departments of publishing com-

panies is still in its initial stages. Some 

publishing companies are already using 

cloud-based groupware solutions such 

as Google Apps and customer relation-

ship management solutions such as 

Sales Cloud; they have replaced the local 

solutions. In Germany, however, there 

are still strong reservations against 

cloud solutions.  

However, cloud computing will be a 

driving force behind innovations in 

publishing houses in the future. “Cloud 

computing facilitates innovation due 

to shorter implementation times and 

significantly lower costs,” says Profes-

sor Holger Nohr, media scientist at 

Stuttgart Media University. Storage 

costs can be easily saved by outsourc-

ing uncritical image and video data to 

cloud-computing providers. Using a 

cloud infrastructure can also be useful 

to quickly install and test new online 

services. By dynamically activating and 

deactivating resources, bottlenecks and 

surplus capacities can be avoided when 

there is a change in how offers are used. 

The ability to “let your IT infrastructure 

and its usage-based billing methods 

breathe” make it the ideal solution for 

introducing new products/services and 

testing new business models.

Successful IT outsourcing to cloud com-

puting providers not only has to take 

the obvious security, legal and cost effi-

ciency aspects into consideration. Much 

more important is the ability to fulfill 

the integration requirements, some of 

which are very high, and which are due 

to the fact that publishing software is 

frequently not standardized and pub-

lishing systems do not have a service-

oriented architecture. It is essential to 

encapsulate services so that they can 

access the interfaces of the cloud com-

puting providers.

The dos and don’ts of outsourcing

The preliminary call for tenders

Outsourcing services requires transpar-

ency from the start: which service levels 

the IT department has with its custom-

ers, what services cost today, how high 

the volume of calls is, how high the ini-

tial resolution rate is etc.

Normally, creating a transparent envi-

ronment involves a great deal of prelim-

inary work which is necessary in order 

to make the call for tenders successful.   

More than once we’ve experienced that 

this data was not available, even though 

a call for tenders had already been 

made, but in the end not awarded since 

there was no possibility of comparing 

the offers.

requisites that should be observed to 

achieve results that are just as convinc-

ing as those created by outsourcing the 

infrastructure.

Separating the system and applica-

tion platforms

The system architecture must be 

changed so that the system and applica-

tion platforms can be clearly separated. 

Often there is not always a clear divid-

ing line between these levels, which, 

over time, have merged in the form of 

interfaces, scripts etc. Managing both 

levels separately in order to separate the 

operating responsibility by different 

service providers is a fundamental re-

quirement. As a rule, these changes are 

made during the transition phase.

IT service management processes

The IT service management processes 

and the organization must be adapted 

according to how the responsibilities 

are divided up.  In particular, this af-

fects communication between the 

publisher and the providers in incident 

management, request fulfillment, prob-

lem management, change management 

and release management. The target 

processes and target company organi-

zation and their roles and responsibili-

ties are ideally such that the publisher, 

to ensure smooth operation, does not 

have to mediate between the providers 

during normal operation or in the event 

of a breakdown.

Choosing the right application man-

agement provider

The choice of application management 

providers is, as a rule, very restricted 

when it comes to the specialized appli-

cations used in the publishing industry. 



What is just as important, though, is 

that publishers stop to think about 

what they wish to achieve by outsourc-

ing. Outsourcing contracts are normally 

drawn up for a period of 3-5 years, some 

longer than this. So it’s not enough just 

to rely on the status quo and to find a 

provider for that. In the dynamic situ-

ation that publishers are currently ex-

periencing, it is important for them to 

be increasingly flexible in order to in-

troduce new services more quickly or to 

expand or reduce existing services.   It is 

therefore essential to define goals which 

will then be incorporated in the tender 

as requirements for the provider.

During the tendering phase

Tenders often define in great detail 

what a provider has to offer. However, 

you should make sure not to impose 

too many restrictions; this leaves pro-

viders with little scope for new ideas. 

The procedure is similar during the 

contract phase.  Frequently, customers 

want a perfect contract with strict spec-

ifications. Often enough, the result is a 

contract which nips creativity and flex-

ibility in the bud and, in the end, fails 

because the requirements are unrealis-

tic.  The most important thing is to set 

down in the contract in detail “who does 

what”. 

An important issue in all outsourcing 

projects is the integration of the em-

ployees and the board of employees.  

The project is kept quiet for as long as 

possible to prevent unrest among em-

ployees. All too quickly, “grapevine 

rumors” develop which are negatively 

biased. Consistent communication 

amongst employees is therefore essen-

tial.  The top management is strongly 

advised to communicate the reasons 

for and consequences of outsourcing 

and inform their employees about the 

progress made. 

During the operating phase

One of the most important issues in 

any outsourcing project is always to 

build up a “retained organization”, i.e. 

the unit which governs the outsourcing 

partners. There are two major risks here: 

1. The publisher transfers all its tasks 

to the service provider’s experts and 

no longer bothers about it, i.e. they’ll 

take care of themselves. 

2. The publisher builds up steering com-

mittees, but overshoots the mark. The 

remaining employees control the op-

erations and tell the service provider 

what to do. In the worst case, a paral-

lel organization is created.

In our opinion, a management system 

that consists of suppliers only is not 

enough. Governance, the development 

of the IT strategy and the IT architec-

ture and project management must re-

main in the hands of the publisher. The 

supplier, however, must have the liberty 

to develop new solutions on the basis of 

defined operating figures. 

In some cases, suitable instruments 

for monitoring the performance of the 

outsourcing partner accurately are also 

lacking.  Often, only the costs are moni-

tored and not performance. This is fre-

quently due to the fact that success cri-

teria were not defined beforehand.

Conclusion 

Using classic and new forms of out-

sourcing can create the flexibility for 

publishers that is needed for fulfill-

ing the requirements of the digital era. 

However, outsourcing requires careful 

preparation on the part of the publisher 

before tendering actually starts. A sen-

sible starting point is to perform an 

assessment to assess the “outsourcing 

readiness”. In most cases, a preliminary 

project has to be carried out in order to 

achieve this.  
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