
 

 

    

Achieving Better Collaboration for IT     

Offshoring  

 

       

 

 

 

JIA LIU 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 



 

 

 

 

            Achieving Better Collaboration  

for IT offshoring 

 

 

 

Jia Liu 

 

 

 

 

Master of Science Thesis INDEK 2015:08 

KTH Industrial Engineering and Management 

Industrial Management 

SE-100 44  STOCKHOLM 

Source: http://blog.authenticjourneys.info/2014/02/more-than-one-person-talks-at-time-on.html 



 

 

 

 

 

 

 Master of Science Thesis INDEK 2015:08 

 

Achieving Better Collaboration for IT Offshoring  

   

  Jia Liu 

Approved 

2015-3-5 

Examiner 

Caroline Ingvarsson Munthe 

 

Supervisor 

Caroline Ingvarsson Munthe 

Daniel Willen 

 Commissioner 

Mats Engwall  

Contact person 

Jia Liu 

 

 

Abstract 

Along with globalization, offshoring strategy has been attractive to more and more IT companies 

and regarded as an industry changer as tremendous benefits can be enabled from this strategy. 

However, considering the potential risks and uncertainties, offshoring can also be risky and even 

lead to failure or huge loss because of the inefficiency and obstacles in collaboration among 

offshoring teams. To be able to guarantee better collaboration for IT offshoring, both related 

theories about offshoring and results from the empirical study have been combined and analyzed. 

As for the methodology applied in the study, a case company Sigma IT & Management is mainly 

investigated for phenomenon exploration as this company has a long-term IT offshoring strategic 

partner in Ukraine. Qualitative data is valued greatly in obtaining a deeper knowledge of various 

opinions and views from the representatives out of the offshoring team. As an exploratory-

interpretive study, it primarily uses interviews with text analysis for results generation.  

The conclusion of this study to IT offshoring collaboration is twofold. Firstly from the functional 

perspective, it fills the shortage of supportive checklist for project managers to guarantee a better 

offshoring collaboration, as well as the proper methods in evaluating interaction barriers among 

offshoring teams. Secondly from the individual perspective, this thesis study is concluded with a 

table of success factors to improve the bi-direction communication and the collaboration efficiency 

for offshoring teams.  
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1. Introduction  

This chapter aims to introduce the thesis topic by describing globalization and global delivery. 

Existing problems will be discussed, highlighting why IT offshoring might fail and this will be 

followed by stating the goal, purpose and delimitations of the thesis project.  

1.1 Background 

As the global economy develops the strong competition between companies has stimulated 

innovation worldwide. Under the fast development of modern communication technology, 

information technology (IT) has gradually become a critical driver of globalization as it builds up 

a worldwide connection through internet and various modern communication tools (Zelt S., 2012). 

As a fundamental component for various businesses and industries within this global market, IT 

brings countless business opportunities as well as fierce competition. In addition to IT, other 

elements such as the liberalization of the global market, the growing focus on labor costs and 

economies of scale have also emerged, which have enlarged the growth of global customers. In 

the meantime, the intense competition for IT service providers is increasing worldwide without 

national borders (Gabrielsson, 2006). 

Global Delivery, as an emerging strategy to strengthen a company’s competence in IT services, is 

a popular approach for companies who want to stand out in this highly competitive global market 

(Jagersma & van Gorp, 2007). Within IT industry, Global Delivery is a strategy which evolves 

into a more extensive global network of partnering (Nöhren & Heinzl, 2012). Most international 

firms use Global Delivery especially when it comes to managed services or IT assignments. Global 

Delivery can enable companies to decrease labor costs, broaden their global reach, preserve the 

know-how and get access to creative solutions as well as highly-skilled professionals all over the 

world (Jagersma & van Gorp, 2007). It is more significant that companies can keep the knowledge 

centric roles and key competence within the company (Chakrabarty, 2007). Amongst the above 

functions, the most focused and discussed one is decreasing costs. Due to the drive of cost 

efficiency considerations, organizations try to increase the Global Delivery usage so as to focus 

on their core competences and hand over the other non-core tasks to partners or specialized 

providers where repetitive or simple tasks are done by lower-cost workers (Simon D., 2012). 

As defined by Garner Research organization, offshoring is ‘the incorporation of globally dispersed 

creation and consumption of IT-enabled services, including applications, infrastructure and 

business processes’ (Young A., 2008).  As explained by Bruyn, offshoring refers to allocating the 

work and getting it done in a different country with the aim to leverage cost advantages and so on 

(Bruyn T. D., 2006). When it comes to obtain flexibility and cost reduction through Global 

Delivery, offshoring is utilized more and more as the most common and popular approach for 

Global Delivery.  

Driven by the goal of obtaining flexibility and cost reduction, organizations conduct offshoring 

strategy to increase their competences in the market. Meanwhile, the benefits brought by Global 

Delivery and offshoring have been enriched over the past decade. Originally, IT providers started 

with offshoring labor-intensive parts of projects to locations with cheaper labor resources aiming 

at decreasing their total delivery costs. These offshore locations are mostly located far from the 

onsite team locations. In most cases for developed countries in Europe or North America, more 

saving can be enabled when the offshore team locates at a relatively remoter place or in a less 
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developing country. In order to benefit from this strategy, more and more organizations are 

improving their skills in using offshoring and developing their own offshore teams. As illustrated 

by the result of one study, which was investigated by the Organization for Economic Co-operation 

and Development in 2008, revenues generated by offshoring were doubled between 2005 and 2008 

(OECD, 2008). To date offshoring strategy is not only adopted by organizations with the 

motivation of cutting costs but also other factors such as access to specialists from the global talent 

pool as well as shorter delivery time by establishing teams in different time zones (Zelt S., 2012).  

Ordinary offshoring projects in many traditional industries such as manufacturing always follow 

a common rule, which is never move your competences away from you (Zimmermann A., 2011). 

As a result, this kind of offshoring leads to a polarization of required skills, with simple and 

repeated tasks moving offshore and core values produced onsite. However, IT offshoring needs 

highly qualified engineers and developers both onsite and offshore. In addition to this, it also 

requires higher skills from the onsite team in the aspects of project management and cross-cultural 

collaboration (Zimmermann A., 2011).  

Within the field of IT, offshoring stands for the phenomenon of distributing software developing 

tasks among different teams in different countries, usually with the IT vendor team from high-

wage and developed countries together with the IT supplier team from low-wage and developing 

countries (Westner M. K., 2009). IT offshoring strategy refers to the approach of allocating the 

whole or just one part of IT services delivery, which consists of developing, maintenance, support 

and implementation, to a supplier located in a different country (Hirschheim R., 2005).  These 

suppliers or offshore teams usually have long-term partnership with the requested organizations 

for example as subsidiaries.  

Over the last decade the number of offshoring countries has increased greatly. As the most popular 

country of offshoring, India has approximately 43% market share within global offshoring, 

followed by China and the Philippines (Chauhan R., 2012). Many big IT companies have already 

established their offshore teams in those countries in order to strengthen their IT competences 

(D’Cruz, 2008).  As the most popular offshoring countries, the popularity of India and China is 

still constantly increasing due to their growing domestic market demands. In the meantime, the 

amount of potential offshoring countries all over the world is also increasing dramatically. 

Amongst them, there are some ‘near shore’ locations in Europe such as Ireland, Ukraine, Russia, 

Poland, Romania, Czech Republic, Hungary and the Baltic States, as well as some ‘far shore’ 

suppliers such as South Africa, Thailand and Vietnam (D’Cruz, 2008). Both strengths and 

weaknesses exist for all the above offshoring countries. ‘Near shore’ countries have higher 

competence in the aspects of country stability, service quality and its qualified English-speaking 

workforce but their base costs are higher. By contrast, ‘far shore’ countries are able to guarantee 

larger cost reductions on human resources, however, can meanwhile cause communication 

obstacles due to long geographic distances, bigger time differences and stronger cultural clashes 

(D’Cruz, 2008) (Chauhan R., 2012).  

Offshoring strategy has enabled virtual collaborations where work can be done remotely, thus a 

new working practice has emerged, which is known as Globally Distributed Team (GDT). When 

conducting offshoring strategy, a GDT usually contains one onsite team and one offshore team, 

sometimes even two offshore teams in order to realize more working hours every day. With the 

help of modern tele-communication infrastructure, GDT is able to have different working 

behaviors as well as team configurations compared to the traditional teams (Mattarelli E., 2009). 

However, interaction barriers within GDTs exist in the meantime. In order to constantly improve 

a GDT’s working quality is a tough challenge for many companies conducting IT offshoring 
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assignments. How conversations are established and how interaction barriers are eliminated can 

be of great influence for the subgroups to achieve more success.      

Based on the mentioned globalization circumstances with fierce competition regardless of country 

boundaries, IT offshoring is an important strategy as well as a beneficial topic for companies today, 

thus the topic area for this thesis was decided. More specifically, as both benefits and challenges 

generated by IT offshoring exist in many ways, it is of great interest and value to gain a clear 

concept about how IT offshoring strategy might affect organizations at both onsite and offshore 

locations, as well as to investigate how collaboration barriers are addressed in some cases.  

One of the best ways to find answers to the above interested topics is to do research on real life 

examples and get opinions from them. The case company of this thesis is an IT consulting firm 

Sigma IT & Management, which has more than ten years’ collaboration experience within captive 

offshoring in Ukraine.  

 

1.2 Problem discussion 

With the aim of lowering costs and getting access to skilled personnel by using globally distributed 

teams, many knowledge intensive firms have involved IT offshoring resources when delivering IT 

services to their customers. However, both advantages and new challenges in collaboration 

between onsite and offshore sides can be brought by IT offshoring. It shows that despite there are 

successful attempts at IT offshoring due to cost reductions and access to a wider workforce, some 

projects failed to obtain expected results (Jain, 2014) (Case company interviews). Such 

unsuccessful IT offshoring projects have caused large financial problems as well as kept many 

companies from achieving the full potential offshoring can provide (Westner M. K., 2009).  

For all companies that adopt IT offshoring strategies, it is a big challenge to avoid failure. Ignoring 

certain factors that companies could not control nor foresee such as political volatility and sudden 

legal or policy shifts, there exist the following human-related controllable factors that could cause 

failure, which need to be given more consideration (Bruyn T. D., 2006). 

Lack of comprehensive examination 

Many companies fail in offshoring projects due to the lack of comprehensive evaluation on their 

own capabilities in offshoring-related aspects. Such IT offshoring failures might occur when the 

company is not yet ready to work together with an offshore team due to inadequate IT 

infrastructure or low project maturity. In some cases, the company might also lack well-

documented in-house processes which help mapping the risks and preparing the contingency plans 

(Jain, 2014). Such companies need some more time in equipping themselves before involving 

offshore teams.  

Lack of comprehensive examination of offshore partners 

Comprehensive examinations of potential offshore partners need to be conducted in many aspects; 

otherwise the success of IT offshoring projects cannot be guaranteed. Driven by various benefits 

from offshoring strategy, some companies start offshoring projects without checking their 

partners’ competence in the aspects of political and economic stability, government and 

association support, legal and regulatory environment, communication infrastructures, quality 

initiatives, human expertise and resources, educational system, business skills, foreign language 
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proficiency and cultural issues (D’Cruz, 2008). IT offshoring projects might carry huge risks 

without conducting such examinations on their potential offshoring partners.   

Wrong offshoring decision-making  

Not all IT projects are suitable for offshoring, especially when it requires a complete understanding 

of the corresponding business knowledge.  Business knowledge in certain cases might differ a lot 

due to different country-wise backgrounds. The differences will decrease the cost savings 

especially when there are no clear goals or expected outcomes. In addition, offshoring decisions 

can also be inappropriate if the maturity of a customer in working with global resources is low, in 

which case they either have less experience in expressing their requirements or have limited 

comfort level in dealing with cultural gaps (Jain, 2014).  

Difficulty in obtaining communicational efficiency  

This failure is in many cases the result of the invisible costs created by communication-related 

obstacles, such as language difference, time difference, different working habits as well as cultural 

sensitivity. All above can act as negative elements in achieving communicational efficiency. 

Amongst those mentioned factors, cultural friction is always seen as the most essential influential 

one since onsite teams and offshore teams are usually far from each other and have having different 

cultural backgrounds (Stringfellow A., 2008).  

Negative individual influence 

Driven by the fear of losing job positions or becoming unemployed, project team members might 

behave themselves against the principles of offshoring strategy. Such negative individual influence 

the project delivery in many ways as the fast-developing offshoring is impacting their role 

identities. The influence on individuals brought by IT offshoring is not just simple polarization of 

skills between onsite and offshore employees in traditional conditions, but an ongoing competition 

and collaborative tension amongst onsite and offshore employees for the most challenging tasks. 

Individuals within offshore teams are worried about losing their jobs thus keep asking for chances 

to learn new technologies, whilst onsite individuals are threatened thus would inhibit knowledge 

transfer (Zimmermann A., 2011).     

As a summary, the major problems contributing to unsuccessful IT offshoring projects are at two 

levels, which are functional level and individual level. At the functional level, problems lie in the 

areas of offshoring decision makings and communication between two teams. At the individual 

level, main issues are caused by interaction barriers such as misunderstanding caused by cultural 

friction among the GDT. Other than these, problems may also lie on the industrial level such as 

different procedures in software development and uncertainty in establishing offshore resources. 

Nevertheless, the major problems when it comes to IT offshoring projects are to check the 

feasibility and to achieve a better collaboration between two parties.   
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1.3 Purpose 

The problems discussed above can lead to failure of IT offshoring projects to different extents, 

which shall be given consideration in order to avoid such. Therefore, it is of necessity to figure out 

what barriers due to the above factors have caused in the case company and what strategies the 

case company has conducted so as to flatten the barriers.   

The purpose of this thesis is to firstly analyze the offshoring situation such as the communication 

between onsite teams and offshore teams and then bring forward the solutions to the major 

problems discussed (i.e. checking process for the feasibility to offshoring collaboration, 

communication related obstacles and distances), as well as to summarize the success factors for 

offshoring teams in obtaining better collaboration during IT offshoring projects. 

 

1.4 Research questions 

In order to fulfill the purpose of the thesis, the following research questions are developed and 

addressed. The methodology of the thesis is also decided based on the emphasis of the research 

questions.  

 

   

 

 

 

To answer the above main research question, three sub questions have been put forward. As 

discussed in the previous text, one of the most concerning factors is about a certain list to check 

the feasibility of an IT offshoring project. Decision upon whether involving offshore resources or 

not is a key determinant of success at the first phase when facing a new IT project. Therefore, the 

first sub question can be defined as follows:  

 

 

 

 

 

According to the problem discussion, it could be one of the possible approaches to avoid offshoring 

failure by checking the feasibility of IT projects before involving offshore resources. However, 

not all companies have proper and clear guidance that could be helpful in supporting project 

managers in this aspect such as the case company within this research study.  

 

 

 

Main research question: 

How can an IT offshoring project achieve better collaboration with its globally 

distributed team? 

 

Sub question 1: 

What should project managers consider before starting the IT offshoring 

collaboration? 

 

Sub question 2: 

What are the collaboration barriers between the onsite team and the 

offshore team? 
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In order to investigate the existing barriers within a globally distributed team when conducting IT 

offshoring projects, both theories from the previous studies and interviews within the case 

company will be analyzed. Then how the interaction distances between the onsite team and the 

offshore team of a GDT are generated will be presented in three different perspectives, as the 

conclusion to this second sub question. 

 

 

 

 

 

This last research question can be regarded as an extension of the second sub question as well as 

the strategies to be adopted when dealing with a variety of barriers.  According to the pre-study, 

which will be described more in the methodology part, communication related issues are seen as 

a key detriment in improving collaboration efficiency. Therefore, in order to answer this last sub 

question, current communication ways between distributed teams within the case company will be 

presented, as well as improvements or possible solutions which can flatten the barriers along IT 

collaboration.  

 

1.5 Case company description 

Sigma is a leading consulting group with the aim to help their customers become more competitive 

through adding new value and providing better solutions. Currently they have 1,600 employees in 

eleven countries all over the world. Sigma group consists of six branches, which are Sigma IT & 

Management, Sigma Technology, Sigma Connectivity, Sigma Industry, Sigma Civil, and Sigma 

Ukraine (About Us: Sigma Group). Among Sigma Group, Sigma IT & Management is the biggest 

subgroup with around 1,200 employees worldwide.  

As a leading IT service provider, it targets at customers who require a strong local presence and 

global delivery capabilities. With the focus on making their customers' business smarter, their 

vision is to provide IT solutions and services (About us: Sigma IT & Management). Driven by 

achieving the most access to more skills and cost-efficiency, they involve global delivery or 

offshoring in many IT service projects. They established an offshore team as its internal 

organization in Ukraine since 2004 and have been collaborating with them as a GDT since then. 

Besides Ukraine, Sigma IT & Management has a long-term relationship with an organization in 

India and Vietnam as well, whereas due to the special ownership relationship with the Ukraine 

team, the Ukraine team is always their first choice when involving offshore resources.  

 

 

Sub question 3: 

What are the possible improvements which increase collaboration 

efficiency between distributed teams? 
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1.6 Delimitations 

Due to the scope of this thesis and the resources that can be used and investigated within the thesis 

period, several delimitations have to be made as following: 

 This study mainly focuses on IT offshoring projects instead of the general concept of 

offshoring. 

 

 Due to the context of our case company Sigma IT & Management, the mostly-used   
offshoring location is Ukraine, other possible offshoring countries will be given very few 

consideration.  Hence, the results might not be directly applicable to other offshoring 

countries.  

 

 Since this thesis study mainly focus on both the individual level (e.g. how possible 

improvements can benefit employees on both onsite and offshore teams) and the functional 

level (i.e. communication-related issues), the industrial level (e.g. how companies in 

general can improve their cooperation with offshoring partners) will be given very little 

investigation due to the time constrains. 

 

1.7 Thesis outline 

The structure for this thesis study can be easily addressed and better understood through Figure 

1.1 as shown below. 

In the second chapter, the theoretical framework of the thesis is established based on literature 

reviews, where the existing literature about different aspects of offshoring will be discussed, 

focusing on IT offshoring collaboration and onsite-offshore globally distributed teams. 

In the third chapter, the qualitative methodology to fulfill the thesis purpose is determined after 

discussion of available methods and their feasibility. Moreover, the choice of method by 

conducting both questionnaires and in-depth interviews is explained as well as the way of 

collecting data.  

In the fourth chapter, the empirical data will be addressed and analyzed as collected evidence 

according to the results from all in-depth interviews based on different projects. For each project, 

the external conditions, the existing obstacles as well as the opinions towards this project from at 

least one manager are collected and compared in order to extract part of the conclusions for all the 

research questions.  

In the fifth chapter, the thesis will conclude by discussing implications for theory and managerial 

practice. Furthermore, the research questions of the thesis will be answered within this chapter. 

In the sixth chapter, the discussion within the thesis topic will be summarized. In the meantime, 

the merits and the weakness of the overall thesis will be presented. Finally, suggestions for future 

potential research will be put forward for later study.  
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Figure 1.1 - Thesis structure 
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2. Theory 

To establish a foundation consisting of supporting theories should be regarded as the main goal 

for a literature review study. A well-built research foundation with appropriate theories or 

outcomes from previous literatures is able to strengthen the understanding of previous studies 

about relevant topics for both the thesis conductor and readers. 

2.1 Offshoring characteristics and configuration 

‘The term offshoring is a complex social, political and organizational process which requires a 

sophisticated professional response.’   ----   Tom De Bruyn (2006) 

2.1.1 Definitions of offshoring  

Although there is none unified definition for offshoring which all researchers have agreed with, 

similarities can still be found in different interpretations as shown in the Table 2.1.  As the term 

offshoring is not specific to IT, the following table shows selected definitions for the term 

offshoring in the field of Information Technology (IT) research. Various definitions of offshoring 

strategy by different scholars can make it possible for the thesis conductor and readers to achieve 

more understandings on the topic from different angels. 

 

Authors Definition of offshoring / IT offshoring 

Tom De Bruyn (2006) 

 

 

Jagersma P.K. (2007) 

 

 

Angelika Zimmermann 

(2011) 

 

Rudy Hirschheim (2005) 

‘The relocation of work from areas of the world where wages and 

employment protection are relatively high to other areas where wages 

are lower and employment conditions may be poorer.’ 

 

‘Offshoring refers to the development where companies relocate 

business activities, including jobs, to foreign locations.’ 

 

‘Offshoring refers to the transfer or migration of some or all of a 

company's work to a provider in an offshore location.’ 

 

‘IT offshoring refers to the migration of all or part of the development, 

maintenance and delivery of IT services to a vendor located in a 

country different from that of the client.’ 

Table 2.1 - Definitions of offshoring / IT offshoring 

 

According to the above definitions, four dimensions of IT offshoring have been implied, which 

are location, service, degree and organization (Westner M. K., 2009). All the definitions include 

these four elements as stated. Firstly, the dimension ‘location’ cares for where services are 

provided. Explanations are such as ‘other areas where wages are lower and employment conditions 

may be poorer’ or ‘a country different from that of the client’. Next dimension about transferred 
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service stands for such as ‘business activities’ and ‘development, maintenance and delivery of IT 

services’. The third element about the degree of transfer is able to distinguish partial offshoring or 

total offshoring, as stated in the definition ‘all or part of the …’ Last but not least, dimension 

‘organization’ includes one main company and a vendor, which can be classified as internal and 

external organizations.   

It is common to confuse offshoring with outsourcing, but these two terms or strategies are while 

similar inherently different. Outsourcing refers to that an organization moves contracting work to 

a third party no matter if it is inside or outside the country, whereas offshoring refers to allocating 

the work and getting it done in a different country with the aim to leverage cost advantages and so 

on as discussed above (Bruyn T. D., 2006). In other words, offshoring means much more 

collaboration between onsite and offshore teams towards the same goal, whereas outsourcing 

mostly means handing out certain tasks to a third party instead of finishing it together.   

Apart from outsourcing, onshoring and insourcing are two other terminology with certain 

relationship with offshoring. From the perspectives of different supplier locations and ownership, 

outsourcing strategy usually involves a third party as an external resource supplier, no matter it 

locates in the domestic area or a remote area. Unlike outsourcing strategy, offshoring strategy 

focuses more on a geographical difference with a supplier location in another country (Aydin 

M.N., 2010). Furthermore, according to different ownership relationships between the company 

and its supplier, there are two types of offshoring strategies. If the foreign supplier is an internal 

part of the sourcing company, which means direct control can be performed and guaranteed, then 

this strategy is called offshore insourcing, namely captive offshoring. To the opposite, if the 

foreign supplier is an external organization (i.e. a third party), this strategy will be a combination 

of offshoring and outsourcing which is usually known as offshore outsourcing.  This strategy will 

increase the difficulty in conducting the direct and the overall control, but it can be more flexible 

as there are countless choices when selecting a capable third party (Aydin M.N., 2010).     

  

2.1.2 Potential benefits and disadvantages of offshoring 

As a popular approach conducted by companies in differentiating themselves and increasing 

competence, offshoring is able to yield many benefits in different aspects as discussed in the 

background chapter. There are more and more situations when companies may consider using 

offshoring. They may regard offshoring as a ready supply and a large talent pool of skilled 

technicians in various areas especially in software development. In other cases where lower-skilled 

work takes too much resources such as call center, companies will also prefer offshoring in order 

to avoid high staff turnover or employment difficulties (Bruyn T. D., 2006).  

As a conclusion of results from the previous researches, all the possible benefits brought by 

offshoring can be categorized into four dimensions, which are availability of appropriate skills and 

labor, following the sun, flexibility in meeting fluctuations in work load and proximity to market 

(Bruyn T. D., 2006) (Kedia, 2009) (ZIMMERMANN, 2011). In the following text, each of these 

benefits is explained with more details.       

• Availability of appropriate skills and labor: Offshoring often means a ready supply of sufficient 

skillful technicians for many areas such as software developing and other IT projects.  
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• ‘Follow-the-sun’: By applying offshoring strategy, work and collaborating with another team in 

another part of the world with different time zones, assignments or projects can be carried out 

continuously, with the possibility of achieving 24 working hours per day.  

• Flexibility in meeting fluctuations in work load: IT projects usually have several phases in which 

work load might differ. When the work load becomes huge, offshoring strategy stands out since it 

can guarantee to use the shortest time in fulfilling the necessary personal from an offshore team.   

• Proximity to market: Organizations’ views become boarder and international influence increases 

too. Future market with bigger range of customers can be regarded as a side benefit brought by 

offshoring.  

• Regulatory frameworks: Some companies use offshoring because they want to get access to more 

beneficial regulations in the offshoring country in aspects of labor and tax incentives.  

In the meantime with benefits that offshoring brings to companies, negative effects can also exist 

and have contributed to obstacles along IT offshoring projects. Those negative opinions come from 

both delivering GDTs and customers. As the typical difficulties, cultural differences and language 

differences are discussed mostly when talking about the disadvantages of offshoring. In addition 

to these, other potential worries also include the following aspects based on the literature review 

(Bruyn T. D., 2006) (David A. Vogel, 2005) (ZIMMERMANN, 2011).  

• The cost savings potential is vastly over-estimated: In many cases, which make onsite staff turn 

pale at the end of offshoring project since the cost savings are much less. There are many hidden 

elements which can increase costs during the period of offshoring.    

• The communication and coordination needs are underestimated: As for GDTs, the most crucial 

tasks are communication and coordination, whereas insufficient communication can directly lead 

to bad collaboration between GDTs, as well as a failure of an offshoring project.   

• A short-term approach is adopted, instead of a longer-term emphasis on relationship building: 

Some organizations who conduct offshoring hold a short-term perspective on complementing the 

projects together as required, instead of discussing long-term collaborating possibility and training 

the offshore team into a capable long-term partner and supplier.   

• Human resources mishandling: When setting up a team involving distanced staff, personnel 

mishandling might be caused if not given the whole focus and careful selection.   

• Misjudgment of cultural differences and pre-knowledge requirement: Companies have 

encountered certain customers’ opposition to offshoring, especially the government departments 

or the industries which require plenty of pre-knowledge.  
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2.1.3 Globally distributed teams (GDTs) 

Modern technologies have enabled the virtual working environments among collaborators without 

meeting each participants physically, which has contributed to the existence of new working habits 

and practices. The transition process and challenges of team working behaviors and team 

configurations have been popular research topics during the past years, which is also how a new 

term Global Distribution Team became well-known and of great worth to investigate (Stawnicza, 

2014).   

From another view of the definition, a GDT usually involves a group of individuals with the 

following characteristics (Mattarelli E., 2009). Firstly, they belong to one or more organizations. 

One is the company who start the offshoring project and the others are the suppliers who work as 

the offshore entity, unless both entities belong to one company group. Secondly, they are based in 

different locations or countries. This is why such a GDT can be divided into one onsite team and 

one offshore one. Moreover, the individuals within a GDT are interdependent from each other 

whereas guided by a common goal and collaborate with the rest (Thompson, 1998). Last but not 

least, they need to modern technology to support their communication substantially more than face 

to face conversations. Therefore, a team with the above four characteristics can be called a globally 

distributed team. Also, a GDT is an essential part for the offshoring strategy, which means the 

collaboration within offshoring stands for the co-work within a GDT (Thompson, 1998).     

However, within this newly-established working form, the communication has been proved less 

effective and less frequent than that in classical and co-located working environments by past 

practices (Olson G, 2000). Many scholars have done researches in order to investigate and find the 

success factors in building effective GDTs.  

One of those studies generated some practical results as shown in figure 2.1. Within this study, it 

is proved that communication is playing a significant role in establishing trust as well as a sense 

of unity or teamness. As three identified factors for an effective GDT, ‘team’, ‘communication’ 

and ‘trust’ impact each other heavily. The better quality or the more amount of communication a 

GDT has, the higher level of trust and teamness a GDT achieves. Meanwhile, they are to a large 

extent influenced by ICT i.e. information and communication technology (Stawnicza, 2014).  

  

Figure 2.1- The effective team work triangle for GDTs (Stawnicza, 2014) 
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2.2 IT Offshoring process 

There are different ways in interpreting the process of an IT offshoring project with different focus. 

In the following text, the IT offshoring process will be given a relatively comprehensive overview 

by investigating from two different perspectives, which are the life cycle model perspective and 

the 4M approach perspective.     

2.2.1 IT Offshoring process in the life cycle model perspective 

IT offshoring projects often consists of five phases, which are concept, analysis, design, 

construction and quality assurance (Cusick & Prasad, 2006). The cooperating procedures between 

onsite and offshore teams can be seen in the Figure 2.2. From a practitioner’s perspective, IT 

offshoring projects need different kinds of collaboration at different phases, thus the relative efforts 

between onsite and offshore team throughout the whole project should also vary as needed. The 

Figure 2.3 provides another way in understanding the Figure 2.2 by explicitly demonstrating the 

number of resources and key deliverables at different phases.   

As a result of 35 years of combined software development experience, this life cycle collaboration 

model helps managed numerous offshore projects during the last decade in different countries 

(Cusick & Prasad, 2006). According to the article, distribution of tasks between onsite and offshore 

teams in order to achieve a balance is one of the most critical determinants of successful offshoring 

collaboration. Distribution of IT offshoring is based on a modified waterfall approach in many 

cases, which means involving offshore resources gradually. At concept and analysis phases, onsite 

team takes all the tasks so as to make developing plans and implementing plans according to the 

customer’s requirements. Only onsite resources at these two phases can get offshoring project start 

faster and more smoothly since onsite resources are closer to customers in many aspects and 

always have more experience (Palviaa, 2008). When it comes to the next phase, offshoring 

resources begin involved around 10% so as to design how to fulfill the customer’s requirements. 

This involvement grows to 90% in the construction period, which probably means only a few 

managers from the onsite team are doing their jobs to check progress and solve problems. In this 

model, the cooperation at the final phase ‘quality assurance’ needs around 20% onsite resources 

and 80% offshore resources to do the final testing and implementing (Cusick & Prasad, 2006). 

 

 

Figure 2.2- Onsite and offshore balance within the working process (Cusick & Prasad, 2006) 
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Figure 2.3- IT offshoring life cycle model (Cusick & Prasad, 2006) 

 

 

2.2.2 IT Offshoring process in managerial perspective -- 4M approach 

The 4M approach showed in the Figure 2.4 can be considered as another way to interpret IT 

offshoring process. It is divided into the following four distinct phases, which are Making, 

Mapping, Managing and Measuring (Jagersma & van Gorp, 2007), which can be shown in the 

Figure 2.4.  

According to Jagersma (2007), first step ‘making’ means to make the offshoring policy within the 

organizations according to their capabilities and overall characteristics. The key tasks in this step 

are to identify offshorable business activities or projects, integrate offshoring into the 

organizations’ strategic planning, careful estimate the advantages and disadvantages, as well as 

design the score cards to monitor, report and measure the potential offshoring projects. However, 

if not enough efforts are done within this first step in integrating offshoring strategy into the 

corporate strategic goals, motives of offshoring strategy will not be sufficient in keeping offshoring 

popular. Onsite team will consider offshoring just as a strategy achieving low costs.   

Secondly, the step ‘mapping’ means to map an offshoring profile, which refers to come to 

agreements on offshoring activities, type of offshoring and offshore location. In order to 

implement this procedure, companies need to discuss and map which business activities are 

offshorable and which offshore team should be selected and collaborated with, as well as analyze 

the commitment with both internal and external stakeholders (Christopher J. Robertson, 2010). 

The significance of this step locates on achieving internal support for the offshoring process, as 

well as involving both the internal and the external stakeholders with the appropriate partnership 

(Jagersma & van Gorp, 2007).   

Thirdly, the step ‘managing’ means the roll out of the offshoring profile or the implementation of 

offshoring decisions. Within this step, the most significant task is to identify and anticipate the 

barriers and key factors for success (Jagersma & van Gorp, 2007). As for the captive offshoring 

strategy in the case company Sigma, this step also needs to include managing a branch company 

in a foreign country and considering about how much control is needed so as to successfully 

manage this offshore team within its own organization. Without enough and proper efforts, issues 

will appear such as insufficient control, difficult communication, as well as the different political 

situation at the offshoring side combined with cultural differences and language difficulties (Pieter 

Klaas Jagersma, 2007). Such difficulties are mostly regarded as prominent aspects for difficulties 

in managing the offshoring implementation. 
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Additionally the final step ‘measuring’ stands for measuring the results of an IT offshoring process, 

where companies need to measure the results or performance, and compare them as well as identify 

necessary improvements in all four steps (Jagersma & van Gorp, 2007). Without necessary 

measurement, the added value brought by offshoring will be unclear for the firm, neither the firm 

will know whether they have achieved certain goal or not.  

This 4M process is established based on the onsite teams’ angle thus all the key activities under 

each step are about how managers and technicians from the onsite team should take actions in 

order to smooth the offshoring process and optimize the process consistently (Jagersma & van 

Gorp, 2007). With the aim at preparing the onsite team for offshoring, employees at the onsite 

team should follow this dynamic process, inhibit a dependency between the above four phases as 

well as pay enough attention in realizing proper links between each two phases. 

 

 

Figure 2.4 - 4M process of offshoring (Jagersma & van Gorp, 2007)  
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2.3 Determinants of success in IT offshoring projects 

The success of IT offshoring projects can be measured in various methods, which contains the 

organization’s satisfaction with the offshoring outcomes, the degree of implement according to 

expectations, the ratio cost/benefit and the fulfillment of the strategic views (J.M. Erickson, 2006). 

Different organizations can have their own preferences in choosing whichever they like. 

It is of great significance in doing researches about the determinants of success in IT offshoring 

since researches all over the world indicate that a large amount of IT offshoring projects do not 

end with satisfactory outcomes (Mario Bourgault, 2008). According to a research conducted by 

Westner and Strahringer (2010), as conclusions drawn based on data collected from 304 offshoring 

experts in Germany, ‘offshoring expertise’ and ‘trust in offshore service provider (OSP)’ can be 

viewed as the most crucial determinants within offshoring process from the boarder viewing point. 

These two determinants play important roles in impacting on the success of IT offshoring projects. 

However, from a deeper point of view, there are some mediating factors which link directly the 

above two determinants and the success of IT offshoring projects. These mediating factors are 

project suitability, knowledge transfer, and liaison quality (Westner & Strahringer, 2010). The 

impacts brought by the above determinants and the relationship of all the determinants can be 

better explained in the figure 2.5 as following.    

 

 

Figure 2.5 - Determinants of offshore project success (Westner & Strahringer, 2010) 

 

As an interpretation from the above figure, offshoring expertise and trust in OSP are the 

determinants of success from a general perspective. However their impact on success is able to be 

divided into three detailed dimensions which have closer links to the success. Those three detailed 

dimensions are project suitability, knowledge transfer and liaison quality, which act as mediators 

of offshore project success. In other words, these three dimensions are regarded as the key 

determinants of offshore project success (Westner & Strahringer, 2010), which will be discussed 

in the following text respectively. 
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2.3.1 IT Offshoring project suitability  

The identification of suitable projects for offshoring is a significant initial step and is as well a 

must thing to do before offshoring an IT project. There are a variety of criterions for evaluating 

the suitability of an IT offshoring project. According to Westner (2009), there are six criterions 

when selecting offshorable IT projects, as shown in the Table 2.2. Based on the results of 

Westner’s research, the following elements can determine if an IT project is suitable for offshoring 

or not:   

      (a) Proximity. This criterion means that suitability depends on how close the project team needs 

to work with the customer. If the tasks require no physical meeting or less need for customer 

interaction, this project fits offshoring strategy quite well (Torkzadeh, 2008). 

      (b) Criticality. If an IT project has a low criticality to business operations which means the 

delivery time of the project is not urgent, this project is amenable to involve an offshore team 

(Westner M. K., 2009). 

      (c) Impact. There is no need to go for offshoring when there is only limited impact on cost 

savings. For example, if the size of an IT project is quite small which means only a small team is 

needed, cost savings will not be considerable enough to adopt offshoring (Torkzadeh, 2008). 

      (d) Information intensity. This dimension stands for that if a project requires many working 

hours on dealing with information within an activity, offshoring can contribute to activities’ 

intangible value creation thus can be considered as a suitable strategy (Whitaker, 2007). 

      (e) Modularity. High modularity means that tasks within a project can be divided into several 

modular with high repeatability, therefor less interaction between teams is needed and offshoring 

is suitable (Westner M. K., 2009). 

      (f) Specificity. It a project requires high specificity in aspects of intellectual property or tailor-

made customization, continuous interaction between project team and the client is needed, as well 

as face-to-face meetings or discussions. Thus offshoring will not be competitive or suitable in this 

case (Bardhan, 2006).   

      

Table 2.2 - Criteria for evaluating offshoring suitability (Westner M. K., 2009) 
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As a conclusion to the Table 2.2, offshoring strategy can be applied to an IT project which has low 

proximity, low criticality, and significant impact on cost savings, high information intensity, high 

modularity and low specificity.  

 

2.3.2 Knowledge transfer and knowledge sharing among a GDT 

Intellectual organizations such as IT consulting companies have intellectual capital as their main 

assets, instead of plants, buildings, or expensive infrastructure. The intellectual capital is also the 

so-called corporate knowledge, which is a mix of framed experience, contextual information, 

values and expert insight. Within organizations, knowledge often becomes embedded in 

organization routines, processes, practices and norms (Thomas H. Davenport, 2000). It is a known 

fact that IT projects or software development assignments are knowledge-intensive tasks (Rus I., 

2002). Thus how to utilize this main asset to its most and how to implement successful knowledge 

transfer among a GDT has always been viewed as a tough challenge within IT offshoring. 

In general, knowledge can be further divided into tacit knowledge which is gained through 

experience thus harder to express, and explicit knowledge which is easier to handle and is also 

called codified knowledge (Thomas H. Davenport, 2000). In addition, knowledge transfer can be 

viewed as a key step for the knowledge sharing processes, which is more crucial for a GDT within 

an IT offshoring project since there are much more difficulties for a GDT to fulfill this process 

compared to a regular team, such as sharing tacit knowledge. Moreover, within GDTs if time zone 

differences separate sub-teams, synchronous communications when discussing task-relevant 

issues are impacted. All such challenges need to be given much consideration during the 

knowledge sharing process. 

As for the methods for knowledge sharing, two main methods are used at the same time. One 

method is through written documents available in paper or electronic format, and the other method 

is through direct interaction between individuals (Amar Gupta, 2009). Based on the characteristics 

of a GDT, it is can be inferred that the first method is used more often than the other one, since 

tacit knowledge is difficult to transfer without face-to-face interaction. Therefor the knowledge 

transferring form within GDTs is able to be regarded as explicit rather than tacit. However, both 

explicit knowledge and tacit knowledge play huge roles in influencing the project performances, 

and tacit knowledge is found to be closely tied with innovative activities within corporates. Thus 

GDTs are expected to develop different channels or strategies to share both explicit and tacit 

knowledge as well as practices (Amar Gupta, 2009).  

As shown in the figure 2.6 as follows, effective knowledge sharing processes is considered related 

to performance and essential for high quality of output as well as the high efficiency of a GDT. 

Successful knowledge sharing processes must take full advantage of communication technology 

tools, such as emails, virtual meetings, phone calls and source code modification process. Amongst 

these tools, emails are the most widespread and diffused as a both informal and formal knowledge 

sharing approach. Virtual meetings and phone calls help the GDT synchronize their pace, as well 

as solve long-term issues and short-term issues respectively (Amar Gupta, 2009).   
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Figure 2.6 - A framework for knowledge sharing processes (Amar Gupta, 2009) 

 

The characteristics of knowledge sharing processes for a GDT are summarized in the above figure. 

A GDT uses source code modification process more often than regular teams when resolving 

issues, since they cannot have the same face-to-face interaction or other informal contact as co-

located teams. GDTs reply more on formal meetings in discussing both short-term and long-term 

issues as they don’t have the opportunity to have discussion through a char during breaks for 

instance. GDTs prefer to assign tasks in a very clear way, and the tasks need to be scheduled in 

advance. Due to the different physical distance and time zone, the use of systems becomes quite 

intense and necessary for decision making and knowledge capture. 

 

2.3.3 Liaison quality among a GDT 

Liaison quality, in other words, stands for the communication quality within a GDT, which is a 

frequently discussed area within the Global Delivery research field. In essence, the quality of 

communication within a GDT replies on the efficiency of information transition between the onsite 

and offshore teams. No matter of what projects they are, there are always a huge amount of 

information or knowledge need to be transited or communicated, such as ultimate objectives, 

backgrounds, requirements, designs. Therefore, the liaison among a GDT can be regarded as 

another form of explanations aiming to clarify all necessary information (Matloff, 2005).  

The information transiting has become a challenge due to the difficulties in achieving shared, 

common and mutual understanding within a GDT (Vlaar, 2008). With the aim of enhancing 

actionable understanding and decreasing the communication difficulties for globally distributed 

teams, Vlaar (2008) brought forward a theory addressing how members in GDTs mitigate 

difficulties of understanding as well as co-create mutual understandings and value.  

As shown in the figure 2.7, Vlaar’s theory explains how members within a GDT take actions in 

order to achieve sense-making through acts of sense-giving, sense-demanding, and sense-

breaking. In the process for GDT members in co-creating understandings and value, members from 
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both onsite and offshore sides follow an information transition loop where both teams conduct acts 

on a micro-level in three dimensions which are sense-giving, sense-demanding, and sense-

breaking.   

To be more detailed, GDT members need to carry the same significant responsibility and take 

similar actions in aspects of micro-level interactions regardless which side they belong to. They 

guarantee sense-giving process by using standard language, explaining background or using a 

metaphor.  As for sense-demanding, both sides are able to ask for clarification, request 

confirmation and information.  When it comes to sense-breaking, either side members should try 

to offer contradictory evidence, give negative evaluations, explain overall view or question 

assumptions (Vlaar, 2008).   

 

 

Figure 2.7 - developing actionable understandings in globally distributed teams (Vlaar, 2008) 

 

GDTs need frequent and intense communication (i.e. sense-making activities) between two sides. 

All members should try their best to ensure this information loop turning around smoothly by 

expressing their understandings. Thus sense-making is ensured in aspects of requirements, tasks, 

environment and problems. In addition, the likelihood of co-creating mutual understandings and 

achieving efficient communication emerges at the same time (Elisa Mattarelli, 2008).   
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2.4 Offshoring collaboration challenges 

Satisfactory collaborations are often built on the comprehensive understanding and trust among a 

GDT, as well as all members’ efforts in decreasing communication barriers. Among all barriers, 

the toughest one to flatten is the differences of individual behaviors caused by cultural collapse 

(David Gefen, 2008).  

2.4.1 Interaction distances 

Interaction distance is defined as a barrier which is partial related to invisible costs of 

communicating across country boundaries. Interaction distance is added up by the differences in 

terms of geographic locations, language and culture (Stringfellow A., 2008), as shown in the figure 

2.8 as follows. 

 

Figure 2.8- Interaction distance (Stringfellow A., 2008) 

 

According to the cost-saving strategy of offshoring project, the offshoring supplier is supposed to 

be located in another country other than the vendor location. However, this difference brings many 

barriers in different perspectives which cause much invisible cost. Those three kinds of distances 

tied with offshore location can be addressed in the following.    

(a) Geographic distance. The potential barriers can be caused by travelling distance and time-

zone difference. The more travelling distance it is, the more costs such as flight tickets 

generate along the offshoring project due to the necessity of efficient face-to-face meetings. 

Moreover, time zone differences are another natural difficulty separating collaborating 

teams as the outgrowth of large geographical distances (Rao, 2004). 

(b) Language distance. The barriers in this dimension include the differences of speech 

intelligibility, accent and the fluency of English (Ivan T. Kandilov, 2012). For example, 

when vendor companies go to Asian offshoring suppliers, they encounter many 

communicational difficulties due to the bad English level within most Asian countries or 

unfamiliar pronunciation.    

(c) Cultural distance. There are many factors contributing to regional cultural differences, such 

as individualism collectivism, power distance, particularism, polychromic time orientation 

and communication style. Large differences in background and experience among GDT 

members complicate communication and understanding in remote collaborations (Vlaar, 

2008). 
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All differences caused by the above three aspects could lead GDT members to define situations 

differently, see issues from different angles and behave in their own ways. As a gross amount 

including the above three distances, interaction distance may result in people holding various 

worldviews, values, beliefs and behavioral habits, as well as getting used to different systems in 

addressing power and status (Hinds, 2005). 

In order to decrease the invisible costs and enhance the rate of success for IT offshoring projects, 

vendor companies need to balance between potential labor savings and interaction distance. Once 

interaction distance is found to be too much, there are three approaches in improving the situation. 

The first way is to change the geographic distance, which means to utilize another offshoring 

provider who locates in a relatively near shore area. This approach is easy to conduct but needs 

sufficient evaluation and risk management. 

The second way to decrease the interaction distance among a GDT is to decrease language 

distance. There are several approaches in achieving this goal according to the previous research. 

First is to avoid using culturally specific idioms which will lead to confusions. Second is to speak 

as clearly as possible and repeat often as needed as different countries usually have various accents 

or pronunciations when speaking English (Rao, 2004).  

The last way in dealing with interaction distance problem is to weaken the cultural differences 

along the GDT collaborations. Both onsite team and offshore team within the GDT can spend 

some time in getting knowledge about the history and the culture of the collaborating country. It 

is important for individuals on both sides to understand the differences in working habits as well 

as the ways of communication, in which way individuals can prepare for the cultural collapse along 

the team work beforehand (David Gefen, 2008).  

 

2.4.2 Managing impact of cultural distance within a GDT  

As stated before, geographic distance, language distance and cultural distance contribute to 

interaction distance within a GDT. For each distance, there are solutions for GDTs to adopt to 

flatten those difficulties. However, the first two distances are relatively easier to deal with and 

results can be seen in a relatively shorter period if taking proper actions, whereas the last one 

always takes a lot of time and resources. The cultural distance is always regarded as the most 

problematic and the most time-consuming one to manage for the vendor company (David Gefen, 

2008). As cultural distance must exist within IT offshoring teams, what members within GDTs 

need to do is to understand how cultural distance perform or impact in daily occasions (Rao, 2004).     

Cultural distance determines the individual impact to some extent. And the individual impact can 

be of significance on the success of an IT offshoring project, as well as on the harmony of team 

work within a GDT (Eugene D. Hahn, 2010). According to the definition of a GDT, individuals 

from onsite team and offshore team should hold different patterns of thought and behavior due to 

different regional background. Therefore it is quite natural or ingrained that employees of one 

certain side may appear quite strange and incomprehensible to the ones at the other side within a 

GDT. Culture can play a key role in impacting the way individuals interact with each other along 

the IT offshoring projects, which can mainly lead to differences in the following aspects in the 

Table 2.3 (Rao, 2004). As shown in the Table 2.3, collectivism, power distance, time orientation, 

communication style and performance orientation are the most discussed cultural dimensions 

which contribute to stereotypes towards certain nations or regions. Additionally, there are other 
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dimensions as well such as uncertainty avoidance, gender egalitarianism, assertiveness, future 

orientation and human orientation (House, 2002). 

 

Collectivism -Degree to which individuals see themselves as part of a group 

Power distance -Degree to which members of a society expect and accept that 

power is distributed unequally within a firm 

Time orientation -Monochromic culture (schedule and manage time, do things one 

by one in a certain order) 

-Polychromic culture (value relationships more than deadlines or 

schedules) 

Communication style -Low context (messages are explicit) or high context (a pool of 

common knowledge which assists in the interpretation of 

messages) 

Performance orientation -Extent to which group members are encouraged and rewarded 

for performance improvement and excellence 

Table 2.3 - Dimensions of individual culture impact (Rao, 2004) 

 

In order to guarantee the group harmony, managers in charge of an IT offshoring projects should 

be able to adjust their managerial approaches when collaborating with different offshore teams and 

decrease the barriers caused by cultural variations to individuals on both sides (Eugene D. Hahn, 

2010). For example, in countries where the culture of working is perceived as relatively high power 

distance (such as China, India and Russia), project managers in this case should encourage 

individuals from the offshore team to question freely and discuss as much as possible. Moreover, 

managers should also explain to the individuals from the onsite team about the cultural differences 

when communicational barriers or misunderstandings appear. Thus, a key figure in distinguishing 

a capable offshoring project manager is to check whether he or she can be ‘multiculturalists’, in 

other words, can be able to switch easily between different cultural styles as needed (Carmel, 

1999).  

 

2.5 Summary of theory  

This chapter of literature review mainly shows the existing theories or previous research within 

the field of IT offshoring. These contain basically all the significant information from its definition 

to its process, as well as the determinants and the challenges. As stated before, determinants of 

success of an IT offshoring project are project suitability, knowledge transfer and liaison quality. 

Project suitability needs to be checked before involving an offshore team into an IT project. As a 

key step for knowledge sharing process, knowledge transfer relies on the utilization of modern 

communication technology, thus the essence of knowledge transfer can be interpreted as 

communication between the onsite team and the offshore team. Last but not least, the success 

determinant liaison quality is also about the communication among a GDT. Therefore, the most 

important thing to do to improve an IT project’s success rate is to check its suitability beforehand 
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and deal with all the barriers in terms of communication along the collaboration.  Moreover, such 

communicational barriers can be summarized as the interaction distance, which is determined by 

offshore location since it brings geographic distance, language distance and cultural distance, as 

shown in the figure 2.8.  

Through this literature review, we know that collaborations of GDTs are essential to an IT 

offshoring project along its process. Due to the unique configuration of IT offshoring strategy in 

terms of co-working with an offshore team, collaboration is seen as having more challenges 

compared to the regular cases from the interaction perspective. Thus it is crucial for vendor 

companies that proper actions shall be taken so as to flatten all the barriers caused by interaction 

distance, as well as to achieve mutual understanding between both sides. Based on the previous 

researches, effective interaction between members of a GDT can be ensured when at least three 

following conditions exist: (1) suitable communication channels, (2) one common language and 

(3) a common system of interpretation (Cusick & Prasad, 2006). These theories will be further 

discussed and utilized in the later chapters.   
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3. Methodology 

In this chapter, the discussion about applied methods within this thesis can give all readers a better 

understanding of the research process as well as an overall view of how the study has been 

conducted. Methodology part is of importance within a thesis since it presents the procedures of a 

thesis on a scientific point of view. In addition, this part also acts as a connection between the 

theoretical framework and the empirical study, as well as a necessary explanation of the logic 

between them. The first part explains the research approach, where the reason and feasibility of 

chosen methodology are discussed. This is followed by research strategy and research design, 

where the specific combination of different strategies will be discusses and explained. Moreover, 

the procedures for data collection will be illustrated, which is followed by research quality issues 

(i.e. reliability and validity). In the end of this chapter, research ethics will be discussed.     

   

3.1 General approach – Inductive 

Since this thesis study based on Sigma IT & Management can be regarded as a representative 

example due to its purposeful selection, findings in this thesis can be to some extent generalized 

and benefited from (Stake, 1995). Generalizations from a case study are analytical, thus can be 

regarded as an extension of existing theories. In most cases, generalizations are based on reasoning, 

which has three principles: deductive, inductive and abductive. In aspects of research approach, 

these three principles are the most commonly applied ones, which are known as induction, 

deduction and abduction. Inductive approach is mostly applied when the theory is generated or 

concluded from practice through large amount of observations or data collection about outcomes. 

As for deductive approach, it mostly brings readers a better understanding of how the relationship 

or logic works between theory and practices through deducing hypothesizes which will be tested 

afterwards in an empirical study. Last but not least, abductive approach is a combination of 

induction and deduction methods, which is mostly used when analyzing or discussing back and 

forth between the empirical world and the theoretical world (Yin R. K., 2009).  

Due to the delimitations presented in the first chapter, this thesis study will not include issues about 

implementing or testing results due to time constraints, nor will the expected conclusions be 

completely correct or comprehensive in every single dimension. Therefore, deductive or abductive 

methods are not able to be applied. As a consequence, the suitable research approach for this thesis 

study will be inductive, which means that a theory with a set of related concepts will be raised 

through inductive theory-generation, based on data from the conducted case study (Glaser & 

Strauss, 1967). Thus, this thesis research can be regarded as an inductive approach. 

 

3.2 Research Method – Qualitative Data 

In general, qualitative research methods are suitable for open-ended questions since they help 

explain and answer, for example within this thesis research, what kinds of obstacles exist along 

the IT offshoring projects, as well as what the potential improvements could be for GDTs to 

achieve more success. The above research questions cannot be answered using quantitative 

methods such as surveys and questionnaires, since the obstacles and improvements would be 

needed beforehand when conducting surveys. In addition, as quantitative method needs statistical 
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analysis which only makes sense when having a large group of sample, qualitative data needs to 

be the main method for this research. 

According to Yin (2009), qualitative methods can involve the use of qualitative data such as 

interviews, documents, and participant observation in order to understand and explain social 

phenomena. Within the thesis study, qualitative research method contains primary data collection 

such as interviewing relevant project managers which enables to gain understanding in what 

obstacles they have met before and how the communication between GDTs is carried on. 

Moreover, previous research articles are suitable external and secondary resources so as to reach 

a more comprehensive view within the research scope.   

In order to increase the validity of this thesis research and the conducted qualitative method, a 

triangulation method shall be applied in aspects of data collection and data sources (Denzin, 1978), 

which will be explained more in the following texts.  

 

3.3 Research strategy – Case study 

As discussed above, the research objective of this thesis study is to investigate how IT offshoring 

projects can achieve better collaboration between globally distributed teams. In order to fulfill the 

objective of the thesis, a suitable research strategy should be determined according to the research 

problems as stated in the first capital. There are four main types of research strategies, which are 

Experiments, Surveys, Histories and Case Studies (Yin R. K., 2009). Different strategies indict 

different degree of focus and control. According to Yin, research strategy ‘Experiments’ is suitable 

for cases when behavior can be manipulated, as well as answering How and Why questions. 

‘Surveys’ strategy fits researches with large number of cases but thin descriptions. ‘Histories’ 

strategy focus more on archive analysis since it relies on documents and artifacts due to no access 

or control. Both ‘Surveys’ strategy and ‘Histories’ strategy are applicable when addressing 

research questions about Who, Where, How many and How much.  Last but not least, the research 

strategy ‘Case studies’ is always seen as a preferred strategy for How, Why and What questions.  

As stated in the first chapter, one main research question and three sub-questions all begin with 

How, and they are relatively descriptive questions. In addition, a case study is also suitable as it 

enables personal research experience and research discussion from the practical perspective. Thus, 

research strategy Case Studies was chosen as the main strategy conducted within the case company 

Sigma.  

From the theoretical perspective, a case study is an empirical inquiry, which investigates certain 

phenomenon within its real-life context, relying on multiple sources to collect data and evidence 

(Yin R. K., 2009). When conducting a case study research strategy, it is essential to use multiple 

sources of data in order to increase the reliability and validity of this thesis research (Yin R. K., 

2009). Different sources of collecting data can be for example, interviews, questionnaires, 

documents and observation so as to gather empirical data.  

As for this case study, it is one main method and another assistant method that have been 

conducted, which are interviews as the main one, as well as pre-study questionnaire along the 

research path in order for triangulation.  

In the following section, the research design will be presented more in depth in aspects of data 

collection processes. Moreover, the principles of data collection are addressed as well as the efforts 

in ensure the quality of collected data.  
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3.4 Data collection 

Both primary data and secondary data are significant and essential to this thesis study. First, 

primary data is compiled from all the information gathered from the pre-study questionnaire and 

the in-depth interviews. Pre-study questionnaire will help narrow down the research scope based 

on the response results. The in-depth interviews allow me to bring in more information related to 

the chosen research questions in a faster and more directed way. Those empirical sources are both 

from onsite project managers and offshore project managers. In addition, the available information 

from the company websites, and document materials provided by the case company about how 

GDTs communicated each other in one previous project were also taken into consideration while 

collecting the empirical data. 

Secondary data are mostly gathered through literature review i.e. the investigation from published 

resources or previous researches. Within this thesis research, the secondary source is a group of 

existing research publications in the aspects of offshoring. Along this data collection phase, the 

order three steps research activities can be illustrated as following in Figure 3.1.  Amongst those 

three steps, step 2 literature review has been described in details in the previous chapter, whereas 

the other two activities i.e. step 1 the pre-study questionnaire and step 3 the in-depth interviews 

will be given more explanation in the following text.       

 

 

Figure 3.1 - Overview of research activities 

In addition to the above three research activities, a six-month site observation has provided this 

thesis study with much help in many aspects. Although no other assignments were distributed to 

me except this thesis study, I worked at the Sigma office every working day for nearly six months. 

By staying close with Sigma colleagues and observing surrounding situations, it became easier for 

me to get inspired more often. What is more, some information was able to be collected via casual 

talks during the breaks and the lunch time.  

The meetings with the supervisor from Sigma were scheduled once a week in the first three months 

and twice per month in the rest three months, which has given the thesis study a lot more 

possibilities to contribute to practical cases. The discussions between me and two supervisors from 

KTH and Sigma respectively play a critical role in improving this study from both scientific and 

practical viewpoints.    

 

3.4.1 Pre-study questionnaire 

The aim of this pre-study questionnaire was to investigate the most crucial aspects which always 

increase the complexity of IT offshoring projects to different degrees and thereby impede success. 

The opinions were collected through a pre-study questionnaire from IT offshoring-related 

managers in both Sigma Sweden and Sigma Ukraine about how they view the roles of different 

factors in influencing the success of an IT offshoring project. Based on the results from the 

questionnaires, the thesis research scope was narrowed down to this specific aspect about 
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communication between distributed teams. As for this pre-study research, questionnaire approach 

was determined since it is very easy to conduct, efficient to collect information and helpful in 

reducing bias due to none verbal or visual clues (Adèr, 2008).  

There is only one research question within this questionnaire, which is ‘To what extent in your 

opinion, do the following factors play a crucial role in determining an assignment’s complexity? 

In other words, how much influence does every factor contribute to an assignment’s complexity?’ 

As shown in the appendix 8.1, participants will also see 21 statements or factors which have the 

possibility in influencing an assignment's success. In order to collect opinions within the above 

situation, participants are guided to select the degree of influence caused by each given factor 

based on their working experiences. The degrees are marked from 0 to 10, which means from ‘No 

influence’ to ‘Very high influence’.    

The pre-study questionnaire consists of seven aspects of factors, which are ‘Assignment features’, 

‘Customer’, ‘Technology’, ‘Business’, ‘Communication’ and ‘Others’. One of these seven aspects 

were planned be chosen as the focus or the scope for this thesis study. In order to bring the 

convenience to the participants, online form for the questionnaire was conducted and web link to 

the questionnaire was sent to selected participants. Before sending out the web link, a test or a pilot 

and a few changes according to the feedback were done with the help of one consultant manager 

in Sigma Sweden, in order to try to avoid misunderstandings or misleading within the 

questionnaire. After piloting, the web link for the questionnaire was sent out to all selected 

participants through emails.     

As this pre-study research plays a significant role in narrowing down the thesis study, all 

participants were selected by purpose. The respondent group contains all onsite managers for IT 

offshoring projects at Sigma region mid, as well as four offshore managers who are corresponding 

collaborators at the offshore side, 12 persons in total. The rate of response achieved 100%. 

Amongst those 12 chosen IT offshoring-related managers, the roles can be easily shown as follows.  

 

The results from questionnaires can be seen at appendix 8.2. According to the analysis and 

comparison of results for different factors, three of the four communication-related factors get the 

most various answers, which mean that the communication-related issues are the most uncertain 

thus debated factors. After collecting opinions about the scores that managers have given, it is 

indicated that almost everyone agree that communication-related issues always cause lots of 

problems which needs to be solved as soon as possible. In addition, this problem is possible to be 

solved as long as efforts are given. It proves the importance in doing researches within 

communication aspect. Thus the main focus after narrowing the whole thesis down will be upon 

communication related issues.  

 

3.4.2 In-depth interviews 

According to Yin (2009), interview is one of the most essential sources for case study information 

and can be regarded as the one of the most significant ways in collecting primary data directly 

from first-hand experience. Within this thesis study, semi-structured interviews with different 

following questions are conducted within the case company Sigma. In total, 9 interviews were 
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scheduled and implemented. In order to achieve the most benefits and convenience, the 

interviewees were selected from the pre-study respondents, since they are more familiar with the 

thesis topic as well as they are the most related personnel to this topic as discussed before.  

As for the ways in ensuring the accuracy of the collected data from in-depth interviews, all 

conducted interviews were tried the most to be scheduled as face to face ones so as to avoid any 

possible difficulties. Amongst those nine interviews, one is a Skype interview and all the others 

are face to face interviews.  All the interviews have been verified by carrying on detailed notes 

and making interview tape-records after acquiring the interviewees’ permission. Benefited from 

the tape records, the data missing problems can be avoided as not everything can be written down 

in a limited period of interviews. The only exception is the missing of the tape record in the Skype 

interview due to technic problems.  

All the conducted nine interviews have been categorized into three groups, onsite managers, 

offshore managers and sales managers. Detailed information about how and when these different 

groups of interviews were conducted can be seen in the Table 3.1. Each group has followed the 

corresponding interview pattern. The first group consists of six onsite managers whereas the 

second group has made only one interviewee due to the political disturbance inside Ukraine. The 

impact caused by the insufficiency of interviews on offshore managers will be discussed in the 

following chapters. The third group contains two sales managers from the onsite team.  

 

No. Job Title Date 

Interviewee 1 Onsite manager 1 19 Mar 

Interviewee 2 Onsite manager 2 20 Mar 

Interviewee 3 Onsite manager 3 24 Mar 

Interviewee 4 Onsite manager 4 25 Mar 

Interviewee 5 Offshore manager 27 Mar 

Interviewee 6 Business manager 1 29 Apr 

Interviewee 7 Onsite manager 5 30 Apr 

Interviewee 8 Onsite manager 6 9 May 

Interviewee 9 Business manager 2 13 May 

Table 3.1 Conducted interviews 

 

 

The general information of the in-depth interviews was sent to all interviewees through email when 

verifying the scheduled time slot so they knew the exploring area before interviews thus the 

possibility of any random answers can be decreased to some extent. The interviews carried out 

according to a semi-structured methodology, where new following questions were brought forward 

based on what interviewees’ answered when it is necessary. Within this thesis study, semi-

structured is more appropriate than structured interview because the former stands for sufficient 
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flexibility to approach different interviewees differently and tailor some questions while still 

focusing on the same study area (Noor, 2008).  

Without mentioning to the interviewees specifically, each interview consisted of three or four 

sections as well as one open-ended question in order to smooth the whole interview process. The 

interviewees who belong to the same group or have the same title were required to answer 

questions following one similar pattern. The patterns for three different groups vary each other to 

some extent. All the interview questions are listed in the appendix.  

For the first group (onsite managers), interviews followed four sections as shown in the appendix 

8.3. Firstly, basic information such as how many years the interviewees had been working with IT 

offshoring projects and how successful your last IT offshoring project was, where the usability of 

provided information could be convinced. The second section was about the decision-making 

checklist, which means also individual thoughts about what aspects should be checked before 

involving an offshore team to an IT project. The next section was about the way of communication 

along IT offshoring projects, in which the questions were such as how you usually share 

knowledge between two teams and how often you have visual meetings. This section can prepare 

the interviewees better for the next interview section about existing obstacles, as well as show the 

behavior difference between managers who have more successful projects and the ones who have 

less successful projects. In the last section interviewees ware supposed to list some barriers or 

difficulties they had met when implementing IT offshoring projects, in which the interviewees first 

named all barriers in their minds and were later given guidance to bring forward more obstacles 

caused by geographic distance, language distance and cultural distance. The aim for this section is 

to collect all the necessary information about the formation of interaction distances between onsite 

and offshore teams. In the end, one open-ended question was raised to the interviewees about their 

thoughts in establishing better communication between two teams. 

The second group (offshore managers) has used a similar form as shown in appendix 8.4, whereas 

the questions about decision-making checklist were unnecessary since offshore teams can be 

regarded as passive suppliers. The interviews for the third group (onsite sales managers) had more 

focus on current situation about all offshore teams for the case company as well as the decision-

making checklist, since the interviewees have done plenty of negotiations before a project starts 

while would seldom be involved any longer in the next steps. Overall, all conducted interviews 

covered the research question basically, thus will contribute a lot to the following parts of this 

thesis research. 

 

3.5 Research quality 

As two of the most suitable measurement, research validity and research reliability determine the 

research quality to a large extent.  

 

3.5.1 Validity 

The total amount of respondents for pre-study survey and the interviews is able to influence the 

validity of the thesis research. As an inductive research was performed where an applied result 

was to be expected, validity should be in focus. 
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The semi-structured and in-depth interviews are suitable for collecting relevant data for the thesis 

research, as they will open up the view for the respondents to add more focus to the areas which 

the thesis researcher might have missed or underestimated. They are able to help strengthen the 

validity.  

The regular meetings took place once a month between me and my supervisor from KTH and once 

a week between me and my supervisor from Sigma, which altered the thesis goals and plans time 

to time. As valuable inputs, the meetings have played a more significant role in increasing the 

thesis validity.  

 

3.5.2 Reliability 

The reliability of this thesis research might be argued to be low since a qualitative research strategy 

has been chosen with the primary data collected within one single case company. A quantitative 

approach which has more typical research objective companies within the IT offshoring industry 

would have improved the reliability as well as the generalizability. The relatively lower reliability 

is because interpretation can be a big risk to this qualitative research, since interviewees might 

deceive the interview questions with different focus according to their various working 

experiences with offshore teams. What is more, another impropriate interpretation can also happen 

at the interviewer’s side since there is only one interviewer (i.e. the writer) for the thesis study. 

Nevertheless, several efforts have been done in order to increase the reliability. The collected data 

from one interviewee has been tested in the other interviews which have similar questions. 

Moreover, the multiple interviewers and recording of the interviews dismissed the risk of 

misinterpretations as well as missed facts. The triangulation of sources enables the projects to 

obtain a higher reliability. Last but not least, the site observation started two weeks before the pre-

study questionnaire and one month before the in-depth interviews. This means that all nine 

interviewees had already generated a more trustful attitude towards the interviewer before the in-

depth interviews were conducted. Therefore the information collected can be regarded as more 

convinced and more reliable.   

 

3.6 Research ethics  

This part is about research ethics which also finalize the whole methodology chapter. Here we will 

discuss several different aspects that need to be given consideration when doing research regarding 

sensitive data and individual bias. 

According to the necessity of legal and respectful research ethics, this thesis researcher expects 

that all provided data is true and accurate. In addition, it is also given the guarantee that all collected 

data has been used in an appropriate way as well as giving respondents and interviewees 

anonymous. Furthermore, no such sensitive data or questions have been included in this thesis 

research, thus it will not bring any harmfulness to the involved case company. 
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4. Empirical study 

This chapter will present the empirical study so as to provide an overview of the case company 

Sigma IT & Management. The structure of this chapter is aligned with previous chapter where 

methodology has been presented. Most data in this chapter were collected from in-depth 

interviews. This chapter begins with more facts about the case company and its offshoring strategy, 

followed by a section where five offshoring projects are described respectively drawn from the 

interviewees’ inputs.  

 

4.1 The case company and its offshoring strategy partner  

As introduced in the beginning of this study, Sigma IT & Management is the biggest subgroup 

among Sigma Group, which provides IT solutions and services that help clients develop their full 

potential and meet the needs of tomorrow.  

According to Sales Manager 1, Sigma IT & Management classifies their services into four areas, 

which are IT-development & Standard systems, Communication & Cooperation, Service & 

Support and Management & Business development. Within these four areas, they provide the 

knowledge and expertise from both technology and business perspectives. In order to get the most 

access to more skills and cost-efficiency as well as to deliver leading IT services, they subcontract 

other suppliers at several offshoring locations and involve global delivery or offshoring the most 

(About us: Sigma IT & Management). As for offshoring assignments, they have three main 

categorizes that they use, which are specialized services, managed services within the maintenance 

and managed services within projects. (Interview: Sales Manager 1) 

In order to deliver leading IT services, Sigma from time to time need to subcontract offshoring 

suppliers or establish subsidiaries to benefit from offshoring collaborations. As for Sigma group, 

long-term offshoring suppliers locate from Eastern Europe such as Ukraine to Asia such as India 

and Vietnam. Besides these long-term offshoring suppliers, they have sites in Shanghai, Beijing, 

Budapest, which are used as an extended team so as to cover 24 seven service time instead of as 

offshore recourses. 

As a significant subsidiary of Sigma group as well as a vital step of offshoring strategy, Sigma 

Ukraine started from 2002 and nowadays has a team of 450 dedicated and skillful professionals. 

They mainly provide cost-effective quality IT services and team extension services (Home: Sigma 

Ukraine, 2014). The offshoring teams in Sigma Ukraine are very experienced therefore have been 

playing a key role in collaborating with the Swedish onsite team within Sigma IT & Management 

for long time (Interview: Onsite Manager 2).  

As the second largest country in Europe, there are many Ukrainian outsourcing providers which 

are playing active roles in the global IT industry. They usually have an outstanding competence 

on the basis of costs, as it is considerably lower than more developed neighbor countries. 

According to the previous research, offshore clients can expect up to 50-60% cost-savings in 

collaborating with IT organizations in Ukraine (D’Cruz, 2008). Within the case company, Sigma 

Ukraine is viewed as their offshore strategy partner, thus most IT offshoring projects will go to 

Sigma Ukraine (Interview: Sales manager 1).    
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4.2 Offshore decision making 

As for the decisions about which assignments should go offshore and which assignments shall stay 

onsite, there are two aspects which were concerned thus given investigation during the thesis 

research. First concerned questions are that who have the most words in making such decision and 

if there are any specific tools to support such as a checklist. And another interesting perspective to 

analyze the empirical data is through collecting various opinions that the interviewees hold when 

being asked about which key factors influence the project success the most.  

4.2.1 Who make offshoring decisions 

According to the conducted interviews, sales managers have relatively more words in determining 

if a new IT project shall go offshoring or not, compared with the others in the case company. The 

reason is that the sales managers are usually the ones who negotiate with customers upon new 

projects from the beginning. Thus they know what requirements the customers have and what 

goals the customers stick to. However, sales managers are not the ones who will make such 

decisions alone. Other than sales managers, delivery managers will also be acquired for advices.  

‘Sales persons, mostly, it should be them, if they move something offshore, they need to look at 

prices, opportunities and the future. Therefore sales should be the one who identify this. …… Sales 

people often take the first initiatives to actually move or add offshore. Final decisions should be 

made between sales and delivery manager.’  – Onsite Manager 2 

4.2.2 Key factors in offshoring decision-makings  

Based on the working experiences, all interviewees have their own thoughts on evaluating various 

key factors in order to check the project suitability for offshoring. In the opinions of Onsite 

Manager 1, the key factors are costs, skills and customer requirements, which determinate whether 

offshoring strategy shall be adopted or not.  

‘…The most important factor would still be the costs since many projects cannot be cost-efficient 

enough to involve only onsite teams. But cost is not the only factor. We need to check the skills 

needed in the project. So if we don’t have the certain skill at the onsite team, we go offshore. In 

addition, we need to consider customers who might want to do everything at the customer location. 

But mostly customers also prefer the cost efficient way, which is offshoring…’  

– Onsite Manager 1 

On the viewpoint of Onsite Manager 2, customers will be the first thing to consider as certain 

customers such as governments bring certain projects which may not be suitable to hand it over to 

another country. In the meantime, they might not care that much about costs as the other customers. 

The other two factors are time-frame of a project and previous knowledge at the offshore side.   

‘…If the customer is a Swedish authority or part of government, the project might need much 

business knowledge or involve certain laws. For those customers, we cannot go offshore. Also we 

look at the time-frame. If the project is in a hurry then offshoring will not add any value. If it grows 

to a certain size, then we know that offshoring strategy will reduce the costs eventually. Moreover, 

we shall check previous knowledge of the offshore team. If the project is in the area that the 

offshore team knows or has experiences in delivering similar ones, then we shall go offshore since 

the starting phase will be quite short …’   – Onsite Manager 2 
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Onsite manager 4 thinks that complexity and the length of an assignment shall be identified before 

sending a project offshore, because if a project is too complicated, which means the complexity of 

the project is very high, then it might be very time-consuming and lead to many hidden costs. In 

addition, only a project is long enough, the resources and the costs spent on knowledge transfer 

will be worthwhile. On this dimension, Onsite Manager 4 holds the same opinion with the Onsite 

Manager 2. 

‘…Consider if you have an assignment in developing or maintaining a very complicated system 

and only a few people have this high level of knowledge, it may be better to not be offshored 

otherwise if will be very communication intensive. What is more, the investment in knowledge 

transfer will be worthwhile when conducting long assignments, which can leave some time for 

recourses allocation and knowledge transfer…’  – Onsite Manager 4 

In aspects of the idea of only offshoring long enough assignments, Onsite Manager 5 came up with 

another viewpoint which is if the offshore team knows the customer, the code and the system from 

the previous project, offshoring will be much easier and more worthwhile even the project lasts 

just a couple of days. However, if everything is new to the offshore team, then Onsite Manager 5 

also agrees on avoiding using offshore.  

‘ … Size of a project matters since it also means the time period of delivery. If it is a quite short 

implementation phase where we have the specific date to deliver the project, it might be hard to 

involve the offshore team. We need the right people for the DGT. For the skills needed within a 

project, if we do not have that and our offshoring strategy partner Sigma Ukraine does not have 

them either, then we have always connections outside with third party resources such as third-

party consultants in Belgium…’  – Onsite Manager 5 

Several interviewees mentioned that they usually become more careful and more cautious when 

the customers are Swedish government or other similar authority. This is because those customers 

have less experience either in working with a team from another country or in using English as the 

working language, which can cause many problems. In reality, they will agree the case company 

to involve offshoring in most cases in order to achieve the cost efficiency.  

However, there is not any standard processes or any agreed models in the case company with key 

indicators to support the responsible in making decisions, which means that the current way in 

making offshoring decisions mostly relies on individual experiences and skills.  Therefore, this 

current way in decision-making might be more flexible compared to measuring necessary 

indicators, but it will not help the case company in transferring tacit knowledge to explicit 

knowledge.   

 

4.3 Offshoring examples within the case company 

As mentioned by Onsite Manager 1, it helps project managers a lot if they can try to learn as much 

as possible from previous offshoring projects, no matter they are successful or not. In order to 

follow this principle and investigate the offshoring situations within the case company, a few 

offshoring projects which interviewees have implemented are collected and analyzed. Their 

general information is shown in the Table 4.1. All the data comes from interviews and 

documentations.  
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Project Project 

manager 

Project 

length 

Offshoring 

location 

Manager’s experience in 

offshoring 

Team 

configuration 

Project A Onsite 

Manager 1 

2 years India 10 years.  

With India, Spain, Baltic 

and Hungary. 

5p onsite 

15p offshore 

Project B Onsite 

Manager 2 

2 years Ukraine 9 years. 

With Ukraine, India, 

China, Poland, 

Macedonia and Nepal. 

9p onsite 

9p offshore 

Project C Onsite 

Manager 3 

1.5 

years 

Ukraine 3 years 

With Ukraine and India 

8-14p onsite 

8-14p offshore 

Project D Onsite 

Manager 5 

Ongoing Ukraine 2 years 

With Ukraine 

3-4p onsite 

3-4p offshore 

Project E Onsite 

Manager 6 

Ongoing Ukraine Not much 

With Ukraine, Taiwan, 

Poland and Canada 

1-2p onsite 

1-2p offshore 

Table 4.1 – General information of the example offshoring projects 

 

4.3.1 Project A  (Onsite Manager 1) 

Project A is the one of the few offshoring projects which have involved the offshoring teams in 

India instead of the offshoring strategy partner Ukraine. The skills needed in this project could not 

be found in either Sweden or Ukraine whereas the skills in Indian offshoring team were quite 

mutual.  

‘…Indian teams are very experienced in offshoring. Their project managers and couple of senior 

skilled peoples are quite experienced. They are more used to working with European cultural….’ 

– Onsite Manager 1 

Therefore the biggest reason in adopting offshoring strategy in this case was the talent pool 

advantages in India. Also because of this skill shortage, none development tasks were taken in 

Sweden except first line support. Thus the offshore team was three times bigger than the onsite 

team. During this project, onsite project manager mostly kept everything on track by contacting 

three persons at the offshore team, which were one project manager at the offshore side who 

worked as the main escalation contact, another person under that manager who was responsible 

for changes and another person who was responsible for maintenance. The communication among 

them was conducted basically every working day through emails, phone calls and Skype meetings.  

‘…I communicate often directly with the whole team, both managers and developers. Basically 

my whole day is about communicating with the offshore team and the customer. In a word, I 

communicate constantly every time…’ – Onsite Manager 1 
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In order to ensure the knowledge sharing, every morning the onsite team had a Skype conference 

or phone call with a few people from the offshore team when they usually went through and 

discussed basically everything. Visual conferences were tried once but did not work well due to 

the insufficient facilities at the Indian site. In addition, face-to-face meetings were scheduled once 

in a while though it cost much money. They had three face-to-face meetings during the project 

period. As for other tools, a web based system for running a project which is called Project Place 

was used, so as to plan a project and tasks, as well as for storing files. 

‘…We don’t have any problems in sharing knowledge. We have a lot more knowledge onsite than 

offshore, onsite people are more experienced than the offshore people since they have been 

working on the system for ten to fifteen years whereas offshore people has experience for only half 

a year or just a few years. We try to share knowledge as much as possible, it benefits ourselves. 

The more we can teach them how the business works, how customer works, how customers 

prioritize, the easier for the project to work.  We don’t have any reason for not doing that…’  

–Onsite Manager 1 

Amongst the onsite team, there is one team member from India who can speak the local language 

- Hindi, therefore knows both Swedish and Indian cultural. This person worked as a mediating role 

of communication between the onsite team and the offshore team.  

‘… This mediating role of communication helps definitely if you have the one who knows both 

cultural and languages. But it is not 100% necessary. If there is no such a person, it would 

probably be me who shall act this role...’ –Onsite Manager 1 

As for the barriers along collaboration, Onsite Manager 1 mainly mentioned the following 

difficulties according to his working experience. Firstly due to the bad phone lines, daily 

communication has cost lots of money and it even costs much more when some urgent calls must 

be done. Moreover, the time zone difference can be a barrier sometimes since some offshore 

developers need to obey Swedish working hours due to special task needs. Whereas sometimes 

time zone difference can be an advantage too since the offshore team can start dealing with 

urgencies a few hours before the onsite team when problems happen. In addition, it took a while 

for the onsite team to get used to the special Indian English due to their accent. Customers might 

become unhappy in the meetings with technicians from the offshore team since they have a hard 

time in understanding Indian English. 

‘… When co-working with Asian people, you can sometimes meet the situation when they don’t 

want to tell you directly since they don’t want to embarrass themselves…’ –Onsite Manager 1 

Although there were many communication barriers along the offshoring collaboration, this 

offshore project is quite a profitable one within the case company according to the Onsite Manager 

1, therefore can be regarded as a benchmarking project for offshoring. 

 

4.3.2 Project B   (Onsite Manager 2) 

This project is one of the most successful offshoring projects in the case company since it ended 

below budget as well as with great performance. It started to involve an offshoring team in Sigma 

Ukraine after three months’ discussion. As for GDT communication, the onsite project manager 

had regular meetings with the project manager, the architecture engineer and the user interface 

designer within the offshore team.  
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‘…Every day I had short meetings with the project manager at their site, scheduled for about 15 

minutes to 30 minutes. And I had one meeting with the architecture every week, as well as the user-

interface designer once a week at the offshore site. Besides these, all team members had scheduled 

demo and pre-demo meetings since we followed the agile approach …’ 

 –Onsite Manager 2 

The preparations of those meetings were well made since the project managers sent out a specific 

agenda via email to all GDT members at least one day before the meeting about what questions 

we should discuss and which people need to be present to the certain meetings. In this way, 

everyone who joined the meetings was better prepared.  In order to achieve a better control, the 

onsite project manager and one service manager who were responsible for customer requirements 

joined all these meetings, since these two key people had almost all the knowledge.  

In order to encourage especially offshore members to speak during the meetings, the project 

manager sometimes joked a bit to establish a more relaxing atmosphere, according to Onsite 

Manager 4, who was the service manager in this project.  

When team members at both sides conducted informal meetings, they talked to each other mostly 

via voice calls on Skype. Besides long distance communications, face-to-face meetings are quite 

crucial too and usually help a lot. Therefore business travelling must be arranged and is proved 

worthwhile even though it is costly.  

‘…We arranged the Ukraine team to come and visit us, three or four different trips in total. One 

onsite member and I went there in the beginning of the project and I myself went down later in the 

first year again.  At the second year when it gets to the release period, the offshore team traveled 

here. We had a really good session that we brought all four testers from Ukraine to Sweden for 

two weeks, having meetings together with the customer and discussing about the results. It is quite 

helpful since their English is not that good via phone, but when we sit together, there are no 

problems in communication…’ –Onsite Manager 2 

As for knowledge sharing, they had a project website and document archives with a lot of 

information including requirements and all plans. Other than these, one ‘wikipage’ was applied 

and used for updating documentation automatically where the customer could also get the whole 

updates and see results.  

Along this offshoring project, there was not a specific mediating role of communication. But the 

service manager can speak Russian, which helped more or less in this project manager’s view.  

‘… The UI designers have a lot of meetings with customers to understand the work flow. In the 

project, the UI design is from the offshore team. So he has to come here to Sweden a couple of 

times to see how customers require and to transfer the business knowledge. Those design tasks are 

hard to outsource. It worked well, but probably, should not be outsourced. Otherwise, you need 

be prepared for quite intense communication. …’ –Onsite Manager 4 

Although it is one of the best example projects within the case company, collaboration barriers 

existed too in different aspects. As the offshoring team located in Ukraine, the time zone impact 

was much less with only one hour. The English skills there are limited for most people, but project 

managers and senior developers have no big problems in this aspect. Language was not a big 

problem in this project, but terminologies were sometimes unclear, which had to be clarified many 

times. The only concerning thing in this project manager’s view upon the case company’s 

offshoring strategy is that it takes a whole day to travel between Ukraine and Sweden due to none 



38 

 

direct flights, which wasted more resources and money. Moreover, some inefficient actions were 

brought forward from the service manager’s point of view.    

 

4.3.3 Project C (Onsite Manager 3) 

This offshoring project is not a benchmarking project as mentioned by Onsite Manager 3 as there 

were many problems during the project period. From the beginning, this project was divided into 

two parts and distributed to the onsite team and the offshore team within the GDT. The external 

website was sent to the offshore team and the internal part was to the onsite team. Due to this set-

up, the offshore team had to interact and communicate a lot with the customer. However, this 

customer which is a government department was not experienced in IT projects nor using another 

language at work.  

‘…This set-up was the wrong way which was the major reason for the coming problems I think. 

We tried to change, but it was not possible to change the whole set-up. After many problems 

happened, we tried to have an architect from the onsite team, responsible for both internal and 

external solutions. … The set-up between the offshore and the onsite team is very important…’ 

–Onsite Manager 3 

Because of the insufficient integration along the offshoring, there were many major problems in 

aspects of requirements, customers and misunderstands. Apart from these, the interaction among 

the GDT went wrong many times as well according to Onsite Manager 3. Compared with the first 

two reference projects, this project manager used similar scheduled meetings and knowledge 

sharing tools for the project. However, the language barrier led to huge extra costs due to the need 

of travelling when many problems happened.   

‘…You need face to face when having a lot of meeting with customers to discuss the requirements 

and show solutions. It is hard to have discussions via Skype or Lync, since language is big problem 

that stops the visual meetings. The customers are not that fluent in English. They need to interact 

and see each other…’ –Onsite Manager 3 

Travelling itself was very costly. Visa problems added much more uncertainty and delay to some 

extent due to the waiting time for visa permits at the offshore side. Other than these, language 

barriers showed up when it comes to translation of various documents.  

‘…There were many small misunderstandings. One of our biggest problems was that all the 

requirements were written in Swedish, and we did not translate every single document, which was 

actually the fundamental problem. … Without translation for all the documents or having a 

professional translator, the offshoring team took some documents and translated them into 

Russian. The translation quality was bad thus caused many misunderstandings…’  

–Onsite Manager 3 

What is more, having a special customer who was a part of government, things became more 

different and difficult. This kind of customer was not used to work with other languages or have 

maturity or experiences on IT such as developing an application. 

‘…If they have not involved with any IT projects before, it is very hard to discuss with them about 

such as requirements. Until the customers said they didn’t want to have anything to do with the 
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Ukraine team, we had to move everything back to the onsite team at the end. This project should 

stay at onsite from the beginning…’ –Onsite Manager 3 

Although it was such a special case and customer to the case company, it still shows that there is 

a need for setting a standard process to assist managers when making decisions about involving 

the offshore team. Moreover, the communication barriers are the major problem which can make 

the customer unhappy eventually. 

 

4.3.4 Project D (Onsite Manager 5) 

In this ongoing offshoring project, it has the offshore team in Ukraine and one other team in China 

to extend working hours. However, the communication between the onsite team and the Chinese 

offshore team will not be taken into consideration since that team only consists of two Swedes 

who have worked for the case company for several years. Thus this team in China can be just 

viewed as another part of the onsite team working from another time zone according to Onsite 

Manager 5. The main communication tasks still take place between the Swedish team and the 

Ukraine team along the offshoring.  

The strategy for this offshoring project is that the onsite team has the full contact with customers 

whereas the Ukraine team is responsible for development activities. Based on this idea, they have 

project managers and system architect from the onsite team, and most developers in the offshore 

team. The onsite team views the Ukraine team as their offshoring strategy partner since they 

usually contribute a lot on new ideas on improvements.  

‘…We see them as our colleagues and hire them full-time. We don’t see them just as resources, 

but a part of our team. They are together with us trying to do better jobs or being more efficient…’ 

–Onsite Manager 5 

According to the onsite manager 5, communication is very important as the offshore team get all 

the information from the onsite team. Along the project collaboration, the GDT has daily status 

meetings in the morning which all team members shall join and usually takes half an hour. They 

discuss problems and status about what the offshore team is doing, as well as that if they need any 

help etc. In addition to the daily meetings, weekly meetings occur between the project manager 

and the offshore coordinator in Ukraine in order to check potential problems. The coordinator is 

working closely with other resources in Ukraine. From the offshore team, there is another pointed 

project manager at the offshore team who is responsible to deal with administrative tasks. Both the 

offshore coordinator and the offshore project manager are a part of administration and work only 

25% of their time in this project.  

‘…Both the coordinator and the offshore project manager are Ukraine. They are so skilled in 

English, so the communication between me and them goes well. Basically it is quite good to have 

someone who takes care of general problems there at the offshore team…’  

–Onsite Manager 5  

In order to share the knowledge as smooth as possible, they use mainly Skype. Moreover, they 

have granted the offshore team the access to their intranet, thus they can log into the system and 

get the information there. Meanwhile they are trying to set up a web camera and a video Lync with 

the offshore team, so they can discuss better. As the most efficient but costly way in knowledge 
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sharing in the viewpoint of Onsite Manager 5, business trips are also scheduled. To the project 

manager, getting to know the offshore team personally is quite crucial. 

‘… We plan for them to come over here for a week, to be involved in the project and to meet the 

Stockholm colleagues. And things need to be discussed such as if there are any specific part of the 

projects that need to be taken care of. We will also go over to Ukraine to meet them and make sure 

we have possibility to get to know them in their office…’ –Onsite Manager 5  

As for the mentioned challenges, this project does not have that many so far. The working time is 

almost the same therefore the conversations are working as long as the internet connections run 

quite well. Within the offshore team, most people are fluent in English except some junior 

developers, thus most of the times there are no misconceptions when there are senior developers 

who can take charge in talking. The discussions are quite easy since they know the technology and 

they can work freely on their own.  

‘…It is very important for an offshore team to take a responsibility of the work, not just do exactly 

what it is on the paper such as the team in India…’ –Onsite Manager 5 

The offshore team in Ukraine is regarded as quite western oriented due to the same way of thinking 

and same humors sometimes. There are no problems in understanding each other. The only 

difficulty is that they cannot come and ask questions as Swedish developers are doing all the time. 

Thus longer conversations are needed on Skype which takes longer time for us. Because of this, 

onsite manager should always schedule ahead much time on planning and communication. 

‘…We are trying to build an efficient organization. It mostly has to do with being able to delivery 

projects as well as possible. In my opinion being efficient is not only about the lowest salary, 

perhaps also needs that the communication of the offshore team and the onsite team is as good as 

possible…’ –Onsite Manager 5 

In order to improve the communication and establish an efficient organization, the onsite team is 

try to dedicate the same team members within a GDT as they know each other and have bond with 

each other individually. Moreover, those offshore members have already known their projects, 

how to log into different systems and so on. In the long run, it should be easier to collaborate and 

communicate with these developers according to Onsite Manager 5.    

 

4.3.5 Project E (Onsite Manager 6) 

This offshoring project is a follow-up project and the previous one was implemented a few years 

ago within the case company. After that, the current onsite team took over the maintenance job 

from the original project team. Since it is mostly about maintenance, the size of this offshoring 

project is not as big as the other ones and the communication workload needed within the GDT is 

relatively less compared to other projects.  

The project managers from the two sites are usually the contact person and the administrative 

person. Problems mostly are solved directly after discussion by developers from both sites. Skype 

conversations are most often chosen for knowledge sharing, even though the offshore team prefers 

conducting in a more formal way. Face-to-face meetings are not scheduled in this project since 

they are not necessary just preferable, according to Onsite Manager 6.  

Problems happen time to time in aspects of the communication between the offshore team and 

the customer. 
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‘…Sometimes the customer tends to write the requirements in Swedish and then does the 

translation, which is usually terrible. We both tried to improve this and we have acted as the 

intermediate role, trying to help develop the requirements for the customers. What is more, 

requirements sometimes are not complete or structured. And some parts are not well explained.’ 

–Onsite Manager 6 

A special team set-up was determined for this problem in helping customers express their 

requirements better. They have a special person for texting, which means taking care of the 

requirements as much as possible in order to avoid bad translation at the same time. This person 

help the customer build requirements, as well as build up business knowledge in both onsite and 

offshore teams. 

However, communication difficulties exist when the offshore team talks directly to the customer, 

which can make the customer unsatisfied. In addition, due to the various organizational cultural 

within Sweden and Ukraine, communication can take more time. The onsite team members are 

more used to talk to the direct person and solve the problem in less time. But during the offshoring 

project, the onsite manager needs to go through the offshore project manager before get the 

responsible person, which means to go along the hierarchy. Last but not least, different holidays 

due to religions can sometimes make the collaboration harder whereas such problems are not easy 

to solve. The onsite project shall only try to plan ahead and allocate the tasks on the other team as 

much as possible. 

 

4.4 Summary of empirical findings  

As the biggest subgroup among Sigma Group, the case company provides IT solutions and services 

to clients. While providing the knowledge and expertise from technology’s perspective, the case 

company adopt global delivery or offshoring strategies to get access to more skills and cost-

efficiency. As the long-term offshoring strategy partner, Sigma Ukraine started from 2002 and 

nowadays has a team of 450 dedicated and skillful professionals. This offshoring teams in Sigma 

Ukraine have been playing a critical role in collaborating with the onsite team in Sweden.  

When making decisions about which assignments should go offshore and which assignments shall 

stay onsite, sales managers have relatively more words compared with the rest in the case company 

as they usually negotiate with customers about new projects from the beginning. Additionally, 

there is not a standard process or any agreed models in the case company with key indicators to 

support decision-makings. Therefore, a checklist with several areas is viewed as of assistance 

according to the interviews. Based on their own working experiences, the interviewees put forward 

some key factors to check before starting offshoring collaboration. These key factors are costs, 

customers, time-frame, previous knowledge complexity and size of a project.  

Based on the data selected from the above empirical investigations upon five offshoring projects, 

the collaboration difficulties of GDTs within the case company can be presented in the Table 4.2 

as follows. This table consists of the various difficulties and challenges that each investigated 

project has been through. Amongst all these difficulties that mentioned by interviewees, come 

common barriers can be found when the offshoring locations are in Ukraine. However, compared 

with the GDT consisting of an Indian offshore team, existing barriers are less in total comparing 

with that involving a Ukraine offshore team.  
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Projects Offshoring 

location 

Main collaboration difficulties among GDTs 

Project A India -Insufficient facilities such as visual conferences 

-Bad phone lines and urgent calls have cost a lot of money.  

-Offshore developers sometimes need to overcome 4.5 hours         

difference and obey Swedish working hours. 

-The onsite team needs time to get used to the Indian accent. 

-Customers might be unhappy in the meetings due to the hard time in 

understanding Indian English. 

-Offshore members sometimes avoided embarrassing themselves 

Project B Ukraine -The English skills of the offshore team were limited, but project 

managers and senior developers had no big problems. 

-Terminologies were sometimes unclear. 

-UI designer needed more interaction with the customer than expected. 

-It takes a whole day to travel between Ukraine and Sweden due to no 

direct flights.  

Project C Ukraine -The improper set-up needed much interaction between the customer 

and the offshore team. 

-The customer was not mutual on IT or working in another language. 

-Very high travelling fee as neither the customer nor the offshore team 

was excellent in English.  

-Visa problems can delay the schedule.  

-Bad translation of various documents.  

Project D Ukraine -Junior developers are not that fluent in English, thus does not talk that 

much. 

-Longer conversations are usually needed on Skype with offshore 

members, which need to be scheduled ahead. 

Project E Ukraine -Customers cannot express their requirements well. 

-Direct conversation between the customer and the offshore team can 

make the customer unsatisfied.  

-There is a hierarchy to climb within the offshore team before getting 

the right person.  

-Different holidays might weaken the cooperation.   

Table 4.2 – An overview of main collaboration difficulties within the five offshoring examples. 
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5. Analysis  

In this chapter, comparison between empirical data and the existing theories or previous studies 

will be given ample analysis. Through the following comparisons and discussions, the possibilities 

of answering the research questions and drawing final conclusions are enabled. Such conclusions 

are better supported since they are tested by both theories and practices. However, the empirical 

findings are mostly in a Swedish company’s perspective whereas the theoretical ones in neutral. 

Therefore the combination of these two kinds of data can strengthen the solidity and feasibility of 

the conclusions.  

 

5.1 Offshoring and GDTs in reality  

As stated before, strong motivation of adopting offshoring strategy can decrease the individual 

suspects and incoordination within the onsite team. According to the results from the empirical 

study, it is not hard to tell that the case company has to a great extent got the acknowledgement of 

the possible benefits and positive aspects that offshoring strategy can bring. Driven by the valued 

benefits, offshoring has been adopted in many IT projects within the case company.  

Compared with the theory of possible benefits brought by offshoring strategy, the first three 

dimensions (i.e. availability of appropriate skills and labor, follow the sun, flexibility in meeting 

fluctuations in work load) out of five in the list in chapter 2.1.2 are realized and mentioned several 

times by the interviewees when talking about the importance of offshoring. These three 

motivations are the availability of appropriate skills and labor, follow-the-sun advantage and 

flexibility in meeting fluctuations in work load. The need of proper skills and labor is much more 

easily fulfilled after building this offshore team in a technology-focused college town in Ukraine 

and collaborating with them in most IT projects ever since. The small-sized offshoring locations 

in various regions such as China enables them to work following the sun. Benefited from the 

offshoring strategy, this case company has been able to achieve more flexibility and better 

capabilities in many aspects. As side benefits of offshoring strategy, ‘proximity to market’ and 

‘regulatory frameworks’ have not been shown in any actions within the case company, which can 

be further advantages to be realized and obtained in the future.  

In the aspect of cost savings which is usually the most visible advantage brought by offshoring, it 

is believed to be important, but not that necessary during the interview with the Onsite Manager 

5. He views the offshoring team as an extended team and the offshore team members as his 

colleagues who deliver one project together. As stated in the literature review about project 

suitability, if there is limited impact on cost savings, offshoring suitability will decrease. However, 

within this case firm, offshoring strategy will still be considered and adopted even if cost savings 

on the whole project are not that considerable. This is because the case company holds a longer-

term vision.   

As for working process and collaboration approaches, it is indicated that the configuration of a 

GDT and the working balance in different project phases are of much similarity when comparing 

empirical studies with the existing theory in Figure 2.2. Firstly when involving the Ukraine 

offshoring team, mostly the project team consists of a similar number of personnel from onsite and 

offshore according to the interviews, which stands for the configuration of a GDT is around 50% 

and 50%. This applies to the theory. Secondly the principle of balancing workload along an IT 

project also fits the theory. In the beginning of a project, namely concept phase and analysis phase, 
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only onsite team is supposed to do corresponding tasks and only offshore managers will be 

involved in setting up the GDT. In the architecture designing phase, only a few from offshore team 

will work together with the onsite team in laying the foundation. In the last construction and quality 

assurance phases, offshore team takes the most work (more than 80%).  

Nevertheless, as mentioned by the interviewees, a new collaborating relationship method has been 

developed in order to better deliver the project, which is that both onsite team and offshore team 

determine how the project shall be done. The offshore team is not only equal to the onsite team, 

but also takes same amount of accountability in communicating with customers sometimes. The 

onsite team within the case company sees the offshore team as colleagues as well as an extension 

of themselves, thus are willing to give them more responsibilities. Although the equality amongst 

a GDT can be seen more developed, the immaturity of this new working method may be able to 

bring troubles or obstacles as mentioned in the interviews.          

As for GDT collaboration, as stated before, it mostly stands for the communication and interaction 

between onsite and offshore teams along their teamwork. As one of the three determinants of 

success based on theories, the quality of communication is valued to a great extent too in the 

empirical case. Generally, the GDTs within the case company have weekly status meetings with 

all project members within both teams and the onsite project managers conduct daily talks with 

the offshore project managers. Architect developers also talk directly with architects so as to better 

exchange opinions. Physical meetings are also ensured once or more during the whole project-

phase, with a necessary business travelling during the knowledge transition period in most cases. 

 

5.2 Decisions of involving offshore resources 

According to the chapter 2.3 in the theoretical framework, project suitability is one of the three 

determinants of success in IT offshoring projects, meaning it is quite crucial to identify the project 

suitability before starting the project. Figure 2.4 (4M process of offshoring) illustrates that 

offshoring decisions shall be made after four steps’ checking. At the ends of every step, go or no-

go decisions are determined in order to make the most of offshoring strategy and avoid failure. In 

the meantime it offers some criteria of evaluating offshoring suitability. However, this process is 

quite complicated for companies to follow as it contains almost all aspects involved in offshoring. 

In addition, in order to achieve the cost efficiency, most projects will go to offshoring so as to 

compete with the other IT companies. Consequently, it is difficult to find a standard model for the 

case company to check project suitability but using the managers’ experiences.   

Through the empirical study, some opinions have been collected upon this decision-making 

procedure. Before involving offshoring resources to a new project, Onsite Manager 1 usually 

firstly check the needed skills, which means if they don’t have the right skills in Sigma Sweden, 

then the offshoring resources have to be utilized, either Ukraine team or Indian team. He secondly 

checks customer requirements, meaning that they decide if they would like to use the more cost-

efficient way or not. The offshore manager 1 has also mentioned offshore team will be kept 

onboard in a following project if the team was involved in the previous one, since they already 

know the customer, the code and the system. The valued benefits in offshore manager 1’s eyes are 

to keep the customer for long time as well as keep the personnel that have been working with them 

before.  
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Based on the opinions of interviewees, the following factors have been listed and the 

corresponding questions are also included. These opinions can to some extent help onsite team 

consider comprehensively before involving offshore resources. 

 

The new customer 

The questions to check are for example: Have they worked with any IT projects before? Are they 

governmental customers? Do customers require this project to stay onsite as they only want 

Swedish citizen to finish the task? Or do they prefer a cost-efficient way? 

From the practical experiences of onsite manager 3, governmental customers are not used to work 

with another language. If they have not worked with any IT projects before, customer’s maturity 

on IT is low. In such cases, everything needs to be kept onsite, otherwise the vast amount of 

discussions will take away much time. As for Swedish authorities or military, they might have a 

really low maturity in using offshoring since their information might be confidential thus cannot 

be offshored to another country. ‘But this is not the typical project. Most cases and most customers 

want it to be as cheap as possible.’ – Onsite manager 1. 

 

The offshoring team and location 

Second check will be upon the competences of the potential offshoring team. Questions to be 

answered are for example: do offshore teams have necessary skills or expertise? Do offshore teams 

have previous knowledge towards this type of project? Are they good partners to work with? 

If the offshore team has done similar projects successfully before, less time will be taken to start 

the project. Such character is values by onsite manager 1. As for collaborations with offshore 

teams, companies prefer building up long-term relationships with them. Within the case company, 

the Ukraine team and the Indian team are the most involved ones. Due to the different company 

belongingness and different locations, the Ukraine team has been more thought of. ‘When we don’t 

have that skills in Sigma Sweden or Sigma Ukraine, we will go to India, like the project I did’— 

Onsite manager 1.  

 

Project characteristics 

After checking external conditions which usually take less time, internal factors are investigated. 

Questions shall be brought forward such as does this project have any national law involved or 

particular business knowledge needed? Is the project very small or urgent to be finished? Does 

onsite team have available necessary skills? 

If it is a large assignment which takes long time, the investment in knowledge transfer from onsite 

team to offshore team will be worthwhile, otherwise the transfer costs will not be worthwhile thus 

need to be kept onsite, as far as onsite manager 1 concerns. Moreover, when the new project needs 

a high level of business knowledge which means too hard to transfer, then the project shall be kept 

onsite as mentioned by Onsite manager 4. 

‘If it is a small project, it is not worth to involve the Ukraine team. It will cause much overhead 

and administration for this, it takes time to get the guys in Ukraine, takes time for Ukraine team 

to know customers and project.’—Onsite manager 5 
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As indicated by the empirical study, no agreed process exist at the case company and every project 

manager has his or her own way and logic in making such decisions. Combining all individual and 

segmented opinions, a better-fitted process is able to be yielded to support managers in making 

decisions when involving offshore resources.    

 

5.3 Existing interaction distance amongst GDTs   

Once we make sure this IT project is suitable to involve another offshore team with a specific tool, 

only the improvements in increasing collaboration efficiency between the onsite and offshore 

teams are needed to be investigated. However, in order to take proper actions of improvements, it 

is of significance to first identify the existing obstacles for later-on problem shootings. 

Interaction distances can be measured and classified into three perspectives, which are geographic 

distance, language distance and cultural distance as described in the Figure 2.8. More precisely, it 

indicates that interaction distances vary to some extent from different offshoring projects with 

various locations, mother toughs and cultures. Longer interaction distance exists between an onsite 

team and an offshore team, more challenges will show up along the projects.  

The empirical study can be seen playing a key role in combining the facts with the theories. As 

mentioned by all interviewees about those five projects they have done, communications for GDTs 

are not easy to control. Many problems in different aspects have been generated and all project 

managers wished to know these potential difficulties earlier so they could prepare for them. So far 

all the barriers that the interviewees have met and also mentioned during the thesis study are able 

to be categorized into one of the above three dimensions which is shown in the Table 5.1.  

 

Dimensions Problems 

 

Geographic 

Distance 

Much time and money consuming when meeting face to face (Onsite Manager 2) 

Too costly for urgent calls (Onsite Manager 1) 

Time zone difference since offshore team members who work with support need to follow 

Swedish working hours (Onsite Manager 1) 

Visa problems cause uncertainty for offshore team to visit. (Onsite Manager 3) 

High cost for traveling in order to meet the customers and transfer the knowledge  (Onsite 

Manager 4) 

 

Language 

Distance 

Different accent in English speaking makes customers unhappy (Onsite Manager 1) 

Some developers’ English are very limited (Onsite Manager 2) 

Improper translation of project documents cause small misunderstanding (Onsite Manager 

3) 

Using different terminologies (Onsite Manager 4) 

Cultural 

Distance 

Various behaviors and thinking ways  

Hard to reach someone when the other team is celebrating festivals (Offshore manager) 

Table 5.1 - Interaction distances between the case company and its offshoring locations 
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When filling the above table with the existing obstacles, it is not hard to analyze and conclude that 

the geographic distance causes the most costly, obvious thus direct problems for a GDT. The 

further an offshore team is located, the more time and money it needs for physical meetings and 

information sharing between two sides within the GDTs. Problems such as the expensive physical 

meeting expenses are sometimes even impossible to be solved or improved. Certain offshoring 

locations may encounter the potential visa problems due to the political factors etc, which might 

be rarely considered before the trouble is brought. Certain offshoring locations may have 

unqualified infrastructure and IT equipment, which will increase the costs without being 

considered properly such as project A which was managed by the Onsite Manager 1 with bad 

phone lines. Therefore the onsite team or the onsite project manager must give a comprehensive 

consideration at the beginning before choosing a strategy offshoring partner. Although longer 

geographic distance could be an advantage in the meantime as it enables more working hours from 

the whole team’s point of view, it does decrease the communication period for the two sides of a 

GDT.   

As for the language distance, different mother tongues do cause trivial problems, and some of 

existing problems can be extremely critical and lead to great loss. When the onsite team and the 

offshore team have different mother tongues, English will be the main language for them to 

communicate. But there are many developing countries as well as some developed countries in 

Asia where the English skills are quite limited and the accent could be very different meanwhile. 

Thus it could be agreed that the skills and accent in speaking English distinguish the 

communication efficiency. Limited skills or strange accents may bring plenty of difficulties to the 

onsite team on knowledge sharing. Although language distance does exist and needs more time 

and patience to deal with or get used to, there are possible approaches to flatten such challenges. 

To unify the terminologies can be viewed as one way to flatten language barriers during the 

offshoring collaboration otherwise discussions will become more complicated. 

Last but not least, cultural distance causes less but very tricky problems, which is to certain point 

similar to geographic distance and has almost no suitable or good enough solutions to shorten the 

interaction distance in this perspective. However, to the opposite of the first perspective, it is not 

easy to distinguish how far they are from the cultural angle as it is not explicit. Various behaviors 

and thinking ways have been mentioned several times during the interviews, which could probably 

mean countless differences meanwhile each one causes tricky problems.  

As discussed in the theoretical chapter, regional cultural differences are usually expressed in five 

different angles, which are collectivism, power distance, time orientation, communication style 

and performance orientation (Vlaar, 2008). The detailed explanation has been presented previously 

in the Table 2.3. In order to show how precisely the cultural distance is between two sides of a 

GDT, the gathering of explicit symptoms in different cultural perspectives as shown in the Table 

5.2 is of great necessity.  

The Table 5.2 is a summary from all collected data related to cultural barrier descriptions through 

in-depth interviews and onsite observations. As the interviewees consist of eight Swedes and only 

one Ukraine, this table of opinions can be viewed as from a Swedish company’s perspective 

instead of neutral one. During the remote collaboration between a GDT, the onsite team members 

have found many differences between themselves and their Ukraine or India colleagues as listed 

below. 
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 Sweden Ukraine India 

Collectivism More individual People see themselves as part 

of a team 

More group-oriented 

Power Distance Everybody can 

express 

opinion 

One can talk to CEO 

directly 

Hierarchy with many managers 

above you 

To fire a people is not a big 

thing 

More careful in general so only 

talk to their own managers 

More respect to 

managers 

Hard to get enough 

feedback or 

criticism 

Time 

Orientation 

Swedes deliver tasks 

on time 

More flexible in plan 

changes 

Fail to delivery but don’t want 

to say no 

Deadline means 12pm instead 

of 5pm 

A bit later than 

deadlines due to 

limited resources 

Late to meetings due 

to technical outfit  

Communication 

Style 

Prefers a relaxed way Mostly in a formal way Might say yes to all 

Performance 

Orientation 

Swedes don't care too 

much 

Swedes work hard 

mostly for the 

good of customers 

Important to their career 

development 

Different motivation 

Important to their 

career development 

Table 5.2 - Empirical findings about the cultural distances  

 

As shown above, cultural differences can be addressed in the following perspectives: collectivism, 

power distance, time orientation, and communication style and performance orientation. No matter 

how many times this topic has been discussed in various areas or usages, uniqueness can be found 

when it concerns about IT project collaboration between two teams with different cultural 

background in remote locations. In order to show the cultural distances for GDTs in the case 

company, interview results of Onsite Manager 1, 2, 3, 4 and the Offshore Manager are selected 

and summarized as following.  

 

5.4 Possible improvements for GDTs   

Possible improvements shall be gathered and analyzed by combining theories and empirical 

findings in a proper way. In general, theories upon improvements are most often applicable in 

typical cases and have been tested and raised in a scientific way. As for the findings from empirical 

study, they could also be very persuasive since they are based on the experiences from previous 

failures. Moreover, the opinions from empirical study i.e. the interviews are more detail-oriented 

therefore would be able to provide better and more practical guidance.  

From the theoretical angle, quite many scholars have mentioned the general directions for a GDT 

to approach a better collaboration. Taking the book ‘IS Offshoring’ as an example, a couple of 

suggestions to improve collaboration between onsite and offshore teams are put forward as 

following (Westner M. K., 2009).  

 Empower employees and escalate issues.  

 Hold informal communication sessions.  



49 

 

 Place a coordinating person at both two sites to improve collaboration or place an onsite 

manager offshore initially.   

 Allow stakeholders to share in the benefits of offshoring so as to motivate teamwork and 

offshoring strategy adoption.  

 An onsite manager shall be engaged into the staffing model.   

No matter which suggestions stand out most, they are all about communication in essential. In the 

theoretical framework, recommendations in improving communication efficiency have been 

discussed a bit but not into details. As essential to a satisfied collaboration amongst GDTs, a good 

communications structure needs plenty of efforts to set up. In which way it can be guaranteed that 

the correct information will be passed to the correct people and a way to avoid later problems is 

enabled.  

From the practical angle, the current way in communication within GDTs has already be presented 

in the previous chapter when analyzing different projects. According to the interview results upon 

five example projects from empirical study, the current tools in sharing knowledge are mostly 

Skype, Lync, emails, project website, document archives and testing codes. As for the meetings 

between both sides, at least one physical meeting has been arranged along all projects, as well as 

regular video meetings for the whole team. Along the reference projects, different roles talk with 

corresponding role members at the other side, instead of being stopped by the different managerial 

system which is hierarchy. For example for the Onsite Manager 3, he had regular meetings with 

the offshore project manager which were scheduled every week, and had schedule meeting with 

testing teams whereas architect often had meetings with architect at both sides. 

Through the interviews, many detailed opinions about potential improvements that have been 

brought forward by both onsite and offshore managers are listed in the Table 5.3 as below. The 

opinions are listed by the specific interviewees who view them as effective communication 

approaches for both the case company and similar ones.  

 

Interviewees Potential improvements 

Onsite 

manager 1 

 Meet offshore team face to face by visiting or visual meetings  

 Share knowledge and educate the offshore team as much as possible 

 

 

Onsite 

manager 2 

 Short meetings everyday with offshore managers, 15-30 minutes  

 Agile software development  

 Project members need to prepare well to have effective meetings 

 Onsite team need to take all part of interacting work with customers, but can 

bring UI designers from offshore team if needed 

 Staffing with developers who can speak good enough English 

 Avoid bring offshore teams to customers if they are very Swedish 
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Onsite 

manager 3 

 

 Project managers should try to engage into most meetings  

 Have scheduled and regular project meetings with offshore team  

 Formulate all project documents in English to avoid bad translation   

 Use professional help in translating customers’ requirements to offshore team 

 Generate an agreement to follow (expectations and details such as hour wage for 

extra work) at the start 

 Send someone from the customer team to certain training course  

 

 

 

Onsite 

manager 4 

 

 Onsite team should clarify what should do and what should not 

 Encourage offshore team members to talk directly in personnel level  

 Prepare to have intense communication if offshoring design tasks   

 Have design roles on both sides of the teams  

 Set up a terminology list within the information model and use them strictly  

 Give offshore team developers freedom to give suggestions  

 Share knowledge both directions  

 Keep testing work onsite can avoid intense communication  

 

Onsite 

manager 5 

 Work with the same offshore technicians for the similar projects, the 

communication efficiency will be improved. 

 Team set up, junior developers together with the senior developers, so they can 

take the responsibility in talking and communicating, in order to kill the 

language barrier. 

 

 

 

 

Offshore 

Manager 1 

 

 Plan early to get needed human resources from offshore team 

 Add people instead of asking people to work more if needed to avoid bad 

working quality 

 When discussing technical issues, team members should have direct contact 

 Make meetings less formal and talk like friends 

 Have training courses internally to train developers English  

 Group meetings to clarify everybody’s responsibility and right person to ask  

 Shoot misunderstanding by writing things down and make brief conclusion for 

important meetings and asking for confirmation  

Table 5.3 – Potential improvements from the interviewees 

 

Among all above detailed suggestions, it is not hard to conclude that there are quite many 

communication-related aspects that need some efforts to be improved within a GDT. Especially 

for the project managers of the GDTs, they need to plan early for GDT staffing, to guarantee the 

proper team set-up, to clarify the principles for work, to monitor the manual configuration of the 

GDT all over the project, to schedule regular meetings within the GDT and to try to attend all of 

the meetings, as well as to ensure sufficient knowledge sharing procedures and so on.  

All GDT members shall also do their own best for a better collaboration between two offshoring 

locations, such as sharing knowledge and educating each other. Additionally GDT members 

always contact the right people on the other side, take necessary trainings and prepare better for 

meetings. Moreover some working habits may need to be changed too, such as to formulate all 
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project documents in English in order for offshore team to get the full access to all existing 

information.  

Amongst the above suggestions, there are a few unique opinions which are believed quite inspiring 

to discuss a bit more. According to the Onsite Manager 3, it will help a lot if they can send 

somebody from the customer team to certain training courses about co-working with GDTs. In 

this project which has immature customers, giving requirements was a really big problems for the 

customer team as well as to the GDT. Every change requested by the customer had to propone the 

whole project behind the scheduled time. Worse than that, every change also means more timing 

in communication between two sides within a GDT. If the GDT can offer the customer certain 

training courses about how to give out requirements etc, such mistakes will not take place and the 

time which has been wasted is able to be saved.  

Another inspiring suggestion is also given by the Onsite Manager 3, which is to use professional 

help in translating customers’ requirements. Without professional help, the offshore team will have 

to use online translator such as google translator to first translate the text into English and then 

into their own mother tongue, which will lead to more troubles than you think. But if a professional 

help is used at the beginning of the project and all text about customer’s requirements have been 

translated into the mother tongue of the offshore team members, the work will be much easier to 

start at the offshore side. Less misunderstanding will come out along the whole project period. 

More possibility for a successful offshoring is enabled.         

  

 

 

 

 

 

 

 

Communication 

improvement 

recommendations 

 

 

Require both structured and unstructured communication. Structured 

communication provides a regular means for status updates, and unstructured 

communication encourages team bonding. 

Maintain open channels for both formal and informal communication. Track 

and review issues diligently so that information does not get lost in emails or 

chat. 

Create and baseline comprehensive analysis and design documents before 

transitioning a project offshore. Code review and other standards documents 

should support these documents. 

Onsite staff can be skittish when work moves offshore, so onsite managers 

shall communicate career paths with them. 

Use a mix of communication media: face-to-face, teleconferencing, 

discussion boards and e-mail. Individuals from certain cultures may be more 

comfortable communicating with certain asynchronous media than real-time 

ones. 

Appoint a project manager who has cooperation experience with the 

offshoring country. If no such person is available, schedule at least one 

extended visit by the manager to the offshore site so as to understand the 

context in which the work will be done. 

Table 5.4 - Recommendations in improving communication efficiency (Cusick & Prasad, 2006) 
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Considering the theoretical opinions from a previous research, suggestions or recommendations 

on improving communication efficiency therefore optimizing offshoring collaboration can be 

summarized in the Table 5.4 (Cusick & Prasad, 2006). Several of the listed recommendations fit 

the interview results while the others can well recover the limited amount of empirical cases. As 

the Onsite Manager 4 mentioned, jokes on the meetings sometimes help communication. Therefore 

unstructured communication strategy is of same necessity as structured communication such as 

weekly meetings as it makes it easier for GDT members to talk freely and openly. Knowledge 

sharing process needs to be guaranteed by a combination of usage of different communication 

channels and media, such as business trips (face to face), virtual meetings, phone-calls and emails. 

As for the leading roles at the GDTs, it is evident that appointing managers who have more 

working experiences in offshoring ensures the success of offshoring projects to a larger extent. For 

example, the Onsite Manager 1 and the Onsite Manager 2 have around 10 years working 

experiences in offshoring therefore the projects they lead could be regarded as benchmarking 

projects. If the managers have less experiences, more dialogs in different ways between two sides 

within a GDT are needed especially the physical meetings (i.e. business trips). From the 

managerial point of view, these recommendations can mainly help onsite managers increase their 

soft skills in conducting proper actions in leading a GDT towards a collaborative and efficient 

working group.       

All in all, the above suggestions from both empirical perspective and theoretical perspective are 

able to be categorized into five groups, which are team set-up, communication media & code, 

teamwork guarantee, principles of meetings and communication with customers. These five areas 

can also be regarded as the key areas in improving collaboration efficiency among a GDT.  
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6. Conclusions and recommendations 

In this chapter, results have been analyzed after conducting the above empirical investigations, 

followed by the answers to the main research questions and the three sub-questions. From these 

answers conclusions are drawn, which are presented in the rest of this part.   

 

6.1 Conclusions  

All three sub research questions will be answered first, followed by the answer to the main research 

question.  

6.1.1 SUB QUESTION 1:  

What should project managers consider before starting the IT offshoring collaboration? 

After considering the opinions of project managers on how to better ensure the successful 

collaboration of going offshore, a checklist has been generated below to serve as a helpful tool for 

starting an offshore project. According to the empirical data, ‘Customers’, ‘Technology’ and 

‘Project time-frame’ are the key elements that are usually believed to have high influences on 

project success. Therefore, the appropriate process in making decisions shall be as following as 

shown in the Figure 6.1.  

Firstly customer-related questions shall be brought forward to the onsite team for consideration 

when facing a new IT project.  If the customer of the new project is an old customer who has used 

offshoring before, then no other things are interested but go to the next key element ‘Technology’. 

If the customer is a new one who does not possess much experiences with offshoring, more aspects 

need to be checked such as if the new customer is government, military or other authorities. If yes, 

it is better for this project to stay onsite in order to deliver it successfully and smoothly. If no, the 

concerns of bad communication or confidentiality decreases, in which case next key element can 

be checked if this new customer wants to try the cost-efficient way.  

When the process goes to the second key element ‘Technology’, the availability of certain skills 

at the onsite team and the offshore team make the differences.  If the needed skills are available at 

the offshore team regardless of the availability onsite, offshoring strategy is able to bring more 

profits to the project thus the decision process can go further. However, if the skills are available 

onsite but not offshore, investments at the offshore team might take too long to be ready to deliver 

and can thus not be considered an option. In this case, staying onsite instead of IT offshoring 

collaboration is better for a larger success of the new project. If the skills needed in this new project 

are not available on either side but are estimated as one of next technology waves, timely 

investments on the onsite team first could be regarded as worthwhile for this project.  

Next step ‘Project time-frame’ finally comes as the last key element on this check list. The project 

time-frame stands for how long period this new project is requested and estimated to be delivered. 

Since the time-frame is mainly set based on the customer needs, the requested delivery date 

determines whether the project time-frame is long enough for knowledge transfer or not. This 

means that if the customer wants this project delivered as soon as possible with a relatively tight 

time-frame, then staying onsite is a better decision to avoid bad communication and achieve greater 

customer satisfactory in the meantime. If the customer does not have that urgent time-oriented 

request, one more question shall be asked about whether the project is long enough to cover the 
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costs of transferring the business knowledge to the offshore team. If the answer is no, staying 

onsite is preferred otherwise many more hidden costs will appear. If the answer is yes, offshoring 

collaboration will do a better work.  

After checking all three key elements, whether to start the offshoring collaboration could be able 

to come to a conclusion, which better support the project managers with more guarantee in 

reducing the collaboration failures. As a summary and extraction of opinions from senior managers 

with many years’ experiences, this checklist is easier to apply and more practical to execute in real 

cases. The original tacit knowledge can thus be more explicit and help improve the corporate 

intelligence.   

 

  

 

 

 

 

 

 

 

 

Figure 6.1 – Checklist before offshoring collaboration 
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6.1.2 SUB QUESTION 2:  

How do existing barriers between the onsite team and the offshore team look like? 

Interaction distance has been proved as a quite critical indicator which needs to be checked before 

offshoring. According to Figure 2.8 in the theoretical chapter, the offshoring location determines 

the three key factors which sum up the interaction distance as a final indicator. It is also realized 

and agreed that the longer interaction distance a GDT has, the more problems are about to take 

place. Therefore more possibility of failure for offshoring will be undertaken.       

Many problems have been revealed along the study, especially during the interviews with different 

project managers as shown in the Table 5.1 and 5.2. Various obstacles have been impeding the 

project progress and the lack of experience sharing makes certain problems take place more than 

once within the same company. Such situations happen in almost all aspects no matter which 

industry the company operates in, which is also why a learning organization has been a popular 

term for years and is believed to be a solution for this problem. In order to make full use of previous 

experiences, Figure 6.2 and 6.3 are made by combining the theories for interaction distance and 

the analysis results based on empirical findings.  

Figure 6.2 aims to illustrate the interaction distance between the onsite team in Sweden and the 

offshore team in Ukraine by listing the existing main problems which have been categorized into 

three sub dimensions as analyzed in the previous chapter. Figure 6.3 conducts the similar purpose 

in showing the interaction distance between the onsite team in Sweden and the offshore team in 

India. Given the facts that there is only one investigated offshoring project out of five offshored to 

India and that project’s manager has quite many years’ working experience in offshoring, it won’t 

prove India as a better offshoring location by gathering fewer problems happened there. To the 

contrary, it has shown many barriers especially the cultural distance as analyzed in the Table 5.2. 

Therefore a comparison is believed to be able to better address the reason for Ukraine team 

becoming the offshoring strategy partner.  

 

Figure 6.2 – Interaction distance from the offshore team in Ukraine 
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Figure 6.3 – Interaction distance from the offshore team in India 

 

If we compare these two offshore locations, firstly geographic distance, this is with no doubt that 

Ukraine team has shorter distance as Ukraine is located in Europe with one hour time difference 

and Indian lies in Asia with four hour time difference. From the physical meeting’s perspective, it 

takes more time and money to travel to India than to Ukraine regardless of temporary cases such 

as political disturbances. From the remote teamwork’s perspective, there are three more hours’ 

difference in India than Ukraine, which means three less hours’ communication among project 

members and managers. 

Secondly for language distance, the results don’t have as huge difference as the previous 

dimension. Even though Indian people have English as their mother tongue and thus have no 

problem at all, their accent could bring a quite difficult time for their onsite team colleagues and 

even customers. The offshore team members in Ukraine are certainly less skills in English 

compared to the Indian team, but their accent is much easier for the onsite team and the customers 

to understand. Although language-related barriers do exist such as the bad translation, solutions 

can be found to improve this. Therefore the Ukraine team is regarded as having shorter language 

distance with the onsite team.  

Last but not least, cultural distances could exist even in two different parts of a country, let alone 

countries from different continents and cultural backgrounds. As for this aspect, information 

gathered from the interviews has been analyzed in the previous chapter as shown in the Table 5.2. 

Many detailed differences have been mentioned such as the understanding for deadlines and so 

on. Nevertheless, working with Ukraine team has been viewed as to some extent easier than that 

with Indian team.  

Based on the information from the interviews, in the meantime, it fits the fact the Ukrainian team 

works as a better offshoring strategy partner after many years’ practical experiences. In other 

words, interaction distance is proved to be a useful indicator to show the existing barriers and the 

interaction distances within a GDT. 
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6.1.3 SUB QUESTION 3:  

What are the possible improvements which increase collaboration efficiency between distributed 

teams? 

Both the current way for communication and the suggestions from different theories have been 

analyzed in the previous two chapters. However the conclusion for this research question needs to 

be more structured and clear so it can be better utilized. By combining the practical opinions 

together with the suggestions from theories, a summary of success factors for GDTs is shown as 

below in the Table 6.1, where all success factors are categorized into five aspects. They are team 

setup, communication media and code, teamwork guarantee, principles of meetings and 

communication with customers, since the communication with customers has been investigated as 

one of the barriers towards successful collaboration.  

 

Areas Success Factors 

 

 

 

 

 

Team Setup 

 Plan early to get needed technicians from the offshore team 

 Appoint project managers at both sides with previous working 

experiences on offshoring 

 Staffing with developers who can speak English well enough or 

junior developers together with the senior ones so as to kill the 

language barrier 

 Have design roles on both sides of the teams or only onsite 

 Remain testing roles onsite to avoid unnecessary intense 

communication 

 Work with the same offshore technicians for similar projects 

 Add people instead of asking the current team to work more when 

needed 

 

 

 

 

Communication Media 

& Code 

 Establish open channels for both formal and informal 

communication  

 Use a mix of communication approaches such as face-to-face, 

teleconferencing, discussion boards, emails, Skype, Lync, group 

website and so on 

 Formulate all project documents in English to avoid bad 

translation   

 Use professional help in translating customers’ requirements for 

the offshore team 

 Set up a terminology list and use them strictly 

 

 

 

 

Teamwork Guarantee 

 

 

 Share information both directions and educate each other as much 

as possible 

 Generate an agreement including expectations and details such as 

hour wage for extra work in the beginning 

 Clarify everybody’s responsibility and the right person to consult  

 Encourage offshore team members to talk directly in personnel 

level especially when discussing technical issues 
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Teamwork Guarantee 

 Give offshore team developers freedom to give suggestions or take 

the leads  

 Arrange language training courses internally especially for the 

offshore team  

 

 

 

 

Principles of Meetings 

 Meet offshore team face to face at least once along the knowledge 

transition period  

 Schedule short meetings everyday with offshore managers and 

regular project meetings for the whole GDT 

 All members need to prepare well to achieve effective meetings 

 Project managers should try to attend most meetings  

 Make meetings less formal and talk like friends 

 Shoot misunderstanding by writing notes, give brief conclusion for 

discussions and ask for confirmation 

 

 

Communication with 

Customers 

 Onsite team shall take all interacting work with customers, but can 

bring UI designers from offshore team when needed 

 Avoid bringing offshore teams to customers if the customer is very 

Swedish 

 Send someone from the customer team to certain training course 

about working with a GDT  

Table 6.1 – Success factors for GDTs in offshoring 

 

All these five areas are closely related to the communication efficiency within GDTs as a whole. 

This table of success factors therefore shall be referred to consistently by IT offshoring companies 

who want to improve the collaboration efficiency. One company shall not copy the above success 

factors unchangeably, but should transfer them into its own case by aligning the specific reality. 

Once combined with unique cases, success factors can be applied as improvements to be taken by 

both the onsite team and the offshore team within a GDT.    

With this segmentation of different areas, the conclusion is ensured with more practical appliance.  

From the managerial perspective, this table of success factors is also suitable for future extension 

with the companies’ own experiences in offshoring so as to be applied better in unique cases as 

practical improvements.   
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6.1.4 MAIN QUESTION: 

How can IT offshoring projects achieve better collaboration within globally distributed teams? 

The perfect collaboration within globally distributed teams is built upon the premise that this 

specific IT project is suitable in involving this specific offshore team, otherwise no matter how 

hard a GDT works, failure cannot be avoided. The answers to all above sub-questions are of 

significance in achieving the ultimate goal for this study, which will also be the conclusions for 

this main research question.   

In order for IT offshoring projects to achieve better collaboration within GDTs, the first thing is 

to make sure that this IT project is suitable to involve an offshore team by applying the checklist 

as illustrated in the Figure 6.1. With this checklist, more comprehensive investigations can be 

guaranteed to support the decision-making process and to reduce the risks of failure from the 

beginning. 

Next is to identify the existing interaction barriers and the interaction distances within the GDTs 

as shown previously in the Figure 6.2 and 6.3. The interaction distances including geographic 

distance, language distance and cultural distance affect the GDT collaboration in different angles. 

Therefore better collaboration can be achieved while decreasing the interaction distances through    

problem shootings in the above three perspectives.  

The last effort in ensuring a better collaboration is to implement proper improvements within the 

offshoring teams. The Table 6.1 consists of success factors in five aspects, which are team set-up, 

communication media & code, teamwork guarantee, principles of meetings, communication with 

customers. This table of success factors can be applied for specific needs in shooting certain 

problems in real cases, as well as for offshoring teams to adopt suitable improvement actions to 

increase the collaboration efficiency.     

 

6.2 Recommendations for IT offshoring collaboration  

On the basis of the above conclusions, one principle of industrial management can also be applied 

and combined in order to give the comprehensive recommendations to all IT companies who are 

considering offshoring strategy. This principle is to always analyze the issues or solve the problems 

in three different levels, which are industrial perspective, functional perspective and individual 

perspective. These three hints in solving problems is quite critical in checking logicality and 

integrity of the conclusions from this thesis research. The results would be solid arguments for 

recommended actions to take following the principle of industrial management.  

Firstly from the industrial perspective, as discussed in the delimitations in the chapter 1.6, there is 

very little investigation conducted on how the IT offshoring industry shall improve and be better 

developed. Therefore, no recommendations are able to be put forward in this dimension.    

Secondly from the functional perspective, the suggestions should be able to solve a functional 

problem such as the lack of supportive tools in making offshoring decisions, as well as the lack of 

proper methods in tracking the barriers. Thus the recommendations from this functional 

perspective are as below:  

 To adopt the checklist to support managers in making correct offshoring collaboration 

decisions as shown in Figure 6.1 in order to decrease possibility of failure from the start. 
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The usage of a certain tool is always a better way in transferring tacit knowledge into 

explicit ones thus could increase the intelligence of the whole organization.  

 To compare interaction distances with different offshore locations as illustrated in the 

Figure 6.2 and 6.3 in order to choose the most suitable offshore location for an onsite team. 

In the meantime, all the existing offshoring barriers are better categorized and easier to be 

diagnosed according to different purpose.      

Last but not least, if we view offshoring strategy and offshoring collaboration from the individual 

perspective, no matter if you are a manager or a team member from either side of a GDT, you shall 

take the recommendations as below: 

 To stay positive and supportive by referring to the list of all possible improvements in the 

Table 6.1 in order to achieve a better communication efficiency amongst a GDT. You shall 

never ignore the significance of all small and detailed improvements by all individuals and 

most importantly all individuals shall be encouraged to optimize this table of possible 

improvements.   

 

 

6.3 Areas for future research 

As discussed previously, the investigations on putting forward some solutions from the industrial 

perspective have been delimited due to the shortness of the research time and research resources. 

However, this dimension in the whole industry level can be of great inspiration to the offshoring 

strategy such as how maximum interaction distance a GDT can have but still achieve satisfactory 

delivery results. Having analysis from such researches, IT offshoring companies can have more 

than one offshoring strategy partner and extend their talent pool by a large degree.  

Additionally, there is a lack in this thesis research about many other popular offshoring countries 

such as China, Malaysia, Vietnam and so on due to the shortness of practical information or ample 

opinions. Therefore future academic research could be conducted in the area of seizing which 

offshoring location is the best choice to Swedish IT offshoring companies or trying to develop a 

model to solve this problem.  

As for improving the communication efficiency, future possible researches can include more 

investigation objects i.e. companies to gather more information and try to figure out which 

combination of communication methods ends up with the best results to a GDT. In a word, the 

ultimate goal is to make more tacit knowledge into explicit one in order to reduce the personal 

error and provide more valuable assistance to GDTs.      

In aspects of GDTs, many questions are longing to be addressed since many new goals and new 

characteristics are given to them. The global trend and working forms are changing rapidly, 

therefore GDTs will not stop going forward as they are to date. In the coming future, GDTs may 

consist of three or even more sub-teams in different locations who work towards the very same 

goal. Such GDTs can without any doubt cover the 24 hours a working day and contribute to even 

shorter delivery period. However, the communication and cooperation within such GDTs will 

meanwhile be much more complicated and delivery failure rate will increase. How to establish 

such a GDT and how different sub-teams shall co-work are of great interest to be further 

investigated as it enables a totally new working approach.     
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8.3 Results from questionnaires 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Respondant
Respond 

time

1. 

Assignment 

Size

2. 

Assignment 

Length

3. Customer 

Maturity 

towards using 

offshore 

resources

4. Customer’s 

consensus of 

requirements 

5. Technical 

Solutions: 

Different 

technologies 

6. 

Experience 

of the onsite 

team

7.  

Experience 

of the 

offshore 

team

8. Skills of 

onsite 

developers 

(technology)

9. Skills of 

offshore 

developers 

(technology)

10. Business 

Knowledge 

within the 

onsite team

Onsite Team

Respondant 1 1-26-2014 8 6 5 6 7 8 9 7 9 8

Respondant 2 1-28-2014 9 6 8 8 5 7 9 8 6 10

Respondant 3 2-3-2014 5 7 8 8 3 6 6 7 7 7

Respondant 4 2-3-2014 7 3 8 8 8 10 10 9 10 9

Respondant 5 2-6-2014 7 10 7 10 7 7 7 8 8 10

Respondant 6 2-19-2014 7 5 5 10 5 8 4 5 7 8

Respondant 7 2-21-2014 7 7 2 8 3 6 5 7 5 10

Average 7,14285714 6,28571429 6,142857143 8,285714286 5,428571429 7,428571429 7,14285714 7,285714286 7,428571429 8,857142857

Offshore Team

Respondant 8 2-3-2014 7 7 4 8 2 0 3 0 7 5

Respondant 9 2-7-2014 6 5 7 9 7 4 8 4 8 7

Respondant 10 2-10-2014 6 3 7 8 7 7 8 7 8 10

Respondant 11 2-20-2014 8 5 3 7 5 10 10 8 8 6

Average 6,75 5 5,25 8 5,25 5,25 7,25 4,75 7,75 7

Difference 

Average
0,39285714 1,28571429 0,892857143 0,285714286 0,178571429 2,178571429 0,10714286 2,535714286 0,321428571 1,857142857

11. Business 

Knowledge 

within the 

offshore 

team

12. Business 

model 

(Time&Materi

al or Fixed 

Price)

13. The 

necessary 

transition 

activities of an 

assignment

14. 

Management 

onsite: How 

experienced 

project 

managers are

15. 

Management 

onsite : The 

configuration 

of resources 

16. 

Management 

offshore: How 

experienced 

project 

managers are 

17. 

Management 

offshore: The 

configuration 

of resources 

18. 

Communication 

related: The 

native-

language 

difference 

19. 

Communication 

related: The 

different time 

zones 

20. 

Communication 

related: tools in 

visual meetings

21. 

Communication 

related: The 

location of the 

offshore team 

8 4 5 5 2 7 6 6 5 1 1

7 9 5 4 5 7 7 0 0 3 5

4 9 7 9 7 7 9 9 2 7 4

8 7 10 8 10 8 8 9 10 10 5

10 10 8 8 9 8 7 4 4 6 8

7 7 10 8 6 6 5 4 2 8 5

5 8 6 9 4 5 6 2 2 2 5

7 7,714285714 7,285714286 7,285714286 6,142857143 6,857142857 6,857142857 4,857142857 3,571428571 5,285714286 4,714285714

3 8 6 5 7 7 7 1 2 5 1

5 3 3 5 5 9 6 4 5 5 6

8 7 8 7 7 8 8 3 3 7 5

7 6 8 6 7 9 9 6 3 1 5

5,75 6 6,25 5,75 6,5 8,25 7,5 3,5 3,25 4,5 4,25

1,25 1,714285714 1,035714286 1,535714286 0,357142857 1,392857143 0,642857143 1,357142857 0,321428571 0,785714286 0,464285714
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8.4 Interview questions for onsite managers 

 

Section 1: Basic information  

1. Where did you have your offshore team? How experienced are they in offshoring? 

2. How experienced you are in cooperating with offshore teams? How many years have you 

been  

3. How long did this project last? When did you start using offshoring resources?  

4. How many people roughly in onsite and offshore teams for this project? 

5. How successful is this offshoring project according to the project goal and final results? 

How much grade will you give to this project if the full score is 10?  

Section 2. Decision-making process for potential offshorable projects?  

What aspects have you checked before involving offshore resources into this project? 

Section 3. About the way of communication  

1. Who did you talk to at the offshore team? How often did you talk with him or her? 

2. Did team members have conversation with the ones at the offshore side?   

3. What ways did you use in sharing knowledge? What is the most common way?  

4. Did you have regular visual meetings? In what way? How often? Who joined these 

meetings?  

5. Did you have any mediating Role of Communication between two locations? 

Section 4. Interaction distance, what barriers or typical difficulties have you met so far in 

collaborating with offshore teams due to the followings? 

1. Geographic distance 

2. Language distance 

3. Cultural distance 

Open question 

How do you think that you can establish better communication between two teams? 

 

8.5 Interview questions for offshore project managers 

Section 1: Basic information  

1. How experienced you are in delivering offshoring projects? How many years have you 

been working with offshoring?  

2. Do you have internal customers in Ukraine, or you work only as offshore teams? 

3. What kind of difficulties have you met in collaborating with onsite teams? Do they have 

a big influence on the success of an offshoring project in your opinion? 

4. Do think that team members should also have conversation with the ones at the onsite 

team? 
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5. What is the most common way for you and onsite teams to share knowledge with each 

other? 

Section 2. Interaction distance, what barriers have you met so far in collaborating with onsite 

teams due to the followings? 

1. Geographic distance:  

2. Language distance:  

3. Cultural distance: 

Section 3.  Following question for pre-study questionnaire results  

It has been shown from the questionnaire results that in offshore managers’ mind, the 

technology-related knowledge and skills of developers on offshore teams are more important in 

delivering offshoring projects, how do you see this?  

Open: 

How do you think that you can establish better communication between two teams? 

Or: If you are supposed to improve the collaboration through better communication, what 

strategies will you adopt? 

 

8.6 Interview questions for onsite sales managers 

Section 1: Basic information 

1. How long have you worked in Sigma? Can you describe some facts about using 

offshoring resources within Sigma ever since offshoring strategy started to be adopted by 

Sigma?  

2. What do you do as a sales manager? How many categories of projects do you think there 

are within Sigma IT & Management?  

Section 2: Different offshore teams:   

1. How many offshore locations does Sigma have? Do we own them or just have 

partnership contracts?  

2. What are the advantages and drawbacks with all these offshore teams? 

3. Is there any difference in using Sigma Ukraine compared to Indian teams, since Sigma 

doesn’t own the India supplier? 

4. Which are the mostly used offshore teams? Why do we use them mostly?  

Section 3: Decision-making methods 

1. How do you usually make decisions on using offshore resources or not?  Do you have 

decision-making guidance tool? Such as a checklist  

2. What factors do you need to consider in making offshoring decisions?  

3. Are there any common characteristics for offshorable projects? Are there any common 

characteristics for non-offshorable projects that have to stay onsite?   

4. If a project is offshorable, how do you decide upon offshoring locations? 


