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Abstract

Barriers and opportunities of offshoring strategies:
The case of Indpro

Therese Smith

Communication technology allows companies to deliver services electronically. This
leads to a lower dependence on geographical location. Historically, companies have
moved IT related work to countries where wages are lower to decrees costs. When
IT systems over time increases in complexity, competence and resource availability
becomes more important. In order to achieve success, the customer and vendor need
to work closely. In previous research the customers’ point of view are mainly
presented when examining the offshoring relation, but participation effect the vendor
as well. The need to examine the offshoring relationship from the vendor’s point of
view has increased as the vendor becomes more significant. 

This thesis has examined the point of view of Indpro, an IT service provider located in
Bangalore (India) primarily serving customers located in Sweden. The empirical
materials are based on a field study of Indpro during the author´s ten-week stay in
Bangalore, India, where daily work was conducted at Indpro’s office. Materials
collected during the field study where analysed through the lens of the theoretical
framework created by Balaji & Ahuja (2005), called the offshore project success
model. 

In conclusion, there is no doubt that cross-cultural understanding and clear
expectations form the foundation of a trusting relationship between the vendor and
the customer, which builds project success.
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Populärvetenskaplig beskrivning 

Utvecklingen av kommunikationsteknologier har möjliggjort för företag att 

kommunicera och leverera tjänster elektronisk, oberoende av en geografisk 

positionering. Detta har lett till en ökad globalisering som företag måste förhålla sig till, 

och ta till vara på, för att kunna fortsätta vara konkurrenskraftiga. Historiskt sett så har 

företag flyttat IT relaterade tjänster så som programmering, support och 

beslutsunderlagsanalyser till låglöneländer för att minska företagets utgifter. IT 

relaterade tjänster som kontrakteras till ett annat land än kundens kärnverksamhet kallas 

i den här uppsatsen för ”offshoring”. Över tid har IT system ökat i komplexitet, vilket 

har lett till att kompetens och tillgänglighet hos resurser har blivit allt viktigare. För att 

framgångsrikt kunna använda en offshore strategi för komplexa IT system krävs ett nära 

samarbete mellan kund och leverantör. Genom att förstå vilka faktorer som är viktiga 

inom en offshore relation så kan samarbeten bli mer effektiva, vilket ökar sannolikheten 

att nå önskat mål. Tidigare forskning har i stor utsträckning behandlat offshoring 

relationer utifrån kundens perspektiv, men relationen innebär även påfrestningar för 

leverantören. I och med att leverantörens roll blir allt mer betydande finns ett större 

behov av att utforska offshoring relationen från leverantörens perspektiv. I denna 

uppsats undersöks därför, genom en fältstudie, Indpros perspektiv, en IT leverantör 

belägen i Bangalore som samarbetar med kunder primärt placerade i Sverige.  

 

För att få en ökad förståelse för de variabler som påverkar en offshoring relation och 

hitta de faktorer som bidrar till relationens framgång, har studien utförts som en 

kvalitativ studie. Material samlades in under en 10 veckors fältstudie på Indpros kontor 

i Bangalore. Indpro valdes på grund av företagets erfarenhet som leverantör i en 

offshoring relation och den focus det primärt har på svenska kunder. Semistrukturerade 

intervjuer utfördes med 20 personer. Författaren gjorde deltagande observationer vid 

möten och sammanträden för att få en kontextuell förståelse. Under sin vistelse på plats 

i Indien har författaren fått en ökad förståelse för Indpros situation. 

  

Materialet som har samlats in under fallstudien har analyserats med hjälp av ”The 

Offshoring Project Succes Model” skapad av Balaji & Ahuja (2005) för att mäta 

framgången i ett offshoring projekt influerad av kunskapsöverföring. Balaji & Ahuja 

(2005) menar att tidigare forskning till stor del fokuserat på anledningen till varför 

offshoring nyttjas, men väldigt lite kring problemen som stöts på vid offshoring. I andra 

studier har det visats att det finns en korrelation mellan projektframgångar och 

framgångsrik kunskapsöverföring, vilket var inspirationen till att Balaji & Ahuja (2005) 

utvecklade denna modell. I Balaji & Ahujas (2005) modell presenteras geografiska, 

tidsmässiga, organisatoriska och socio-kulturella som fyra typer av begränsningar som 

spelar en signifikant roll för att förhindra kommunikation både mellan och inom team. 

Dessa begräsningar behöver bli korsade för att nå kunskapsöverföring, både internt och 

externt. För att korsa dessa begräsningar kan en portfolio av kontroller implementeras 

genom att applicera ett flertal kontrollmekanismer. Dessa kontroller kan delas in i 

formella och informella där den första innefattar beteende- samt utfallskontroll och den 

andra delas in i klan- samt självkontroll. Även hur teamet är strukturerat påverkar 



 

 

graden av kunskapsöverföring. Teknologin som används för att kommunicera inom och 

mellan team beskrivs även ha en påverkan på kunskapsöverföringen. Då offshoring 

projekt i stor grad kan variera i sin utformning är det svårt att mäta dem med fasta mått 

utan framgångar mäts både som subjektiva och objektiva.  

 

Indpro har funnit ett framgångsrikt sätt att leverera offshoring projekt med en relativt 

hög framgångsfaktor. Genom att förstå skillnader mellan kulturella värderingar har 

Indpro skapat sig en stabil grund att stå på när de jobbar med Svenska kunder liksom 

indiska anställda. Hur kunden ser på relationen verkar ha en stor betydelse för hur 

framgångsrikt ett projekt är. Kunden behöver vara villig att vara en aktiv deltagare i 

projektet för att öka sannolikheten för framgång. Tydliga förväntningar leder till en mer 

tydlig målbild för leverantören. Att redan i början av ett förhållande sätta 

förväntningarna rätt kan bidra till en förbättrad utkomst av projektet. Den svenska 

projekt ledaren verkar spelar en viktig roll i att brygga gapet mellan kund och 

leverantör. Genom en kulturell och språklig förståelse för kunden kan projektmangersen 

agera som en tolk vilket leder till en ökad förståelse, kunskapsöverföring och därmed 

framgång inom projektet. Indpro är ett företag format av svenska värderingar och 

företagskultur influerad av indiska traditioner och seder. Kulturella skillnader har 

förvånansvärt nog inte belysts som ett större problem i denna rapport, detta beror 

troligen på den medvetenhet som finns om kulturella skillnader som dämpar risken för 

att detta blir ett problem. Kundens förståelse för Indiska traditioner kan underlätta 

kommunikation och kunskapsöverföring och med det skapa en större offshore projekt 

framgång.  

 

Sammanfattningsvis så finns det få tvivel om att kulturell förståelse och tydliga 

förväntningar lägger grunden till en förtroendefull relation som leder till framgångsrika 

offshoring projekt. 

 

  



 

 

Acknowledgement 

Working with this thesis has been an interesting trip to a better understanding of the 

nature of offshoring and to get to know the Indian culture. Firstly I want to thank my 

tutor Andrea Perna for analytical input and guidance. I would also like to express my 

appreciation to my supervisor Bobby Biswas and Pavel Siddique, CEO´s at Indpro who 

made this thesis possible by guiding me through the Indian culture and sharing their 

knowledge as well as contacts. I also want to express a special thank you to Tom 

Bergström, CIO at Indpro and Fredrik Persson who tirelessly answered my questions 

and concerns independently of the time.    

 

I am also grateful to all of you who have participated in this study and with patient 

giving your input and point of view on the content of this thesis. 

 

Stockholm, June 2015 

Therese Smith 

 



 

 

Table of Contents  

1 Introduction _________________________________________________________ 1 

1.1 Purpose of the study___________________________________________________ 2 

1.1.1 Limitations __________________________________________________________ 2 

2 Methodology ________________________________________________________ 3 

2.1 Introduction __________________________________________________________ 3 

2.2 Theoretical framework _________________________________________________ 3 

2.2.1 Definition of offshoring _________________________________________________ 4 

2.3 Empirical data ________________________________________________________ 4 

2.4 Qualitative Data ______________________________________________________ 5 

2.4.1 Interviewees _________________________________________________________ 5 

2.5 Quantitative Data _____________________________________________________ 6 

2.6 Research process_____________________________________________________ 7 

2.7 Credibility of the study _________________________________________________ 7 

3 Theoretical _________________________________________________________ 9 

3.1 Theoretical introduction ________________________________________________ 9 

3.2 The Offshore Project Success Model ______________________________________ 9 

3.2.1 Offshore Project Success ______________________________________________ 11 

3.2.2 Knowledge Integration ________________________________________________ 11 

3.2.3 Boundaries _________________________________________________________ 11 

3.2.4 Portfolio of controls ___________________________________________________ 12 

3.2.5 Team structure ______________________________________________________ 13 

3.2.6 Extent of Technology Used ____________________________________________ 14 

3.2.7 Control Variables ____________________________________________________ 14 

3.3 Conclusion _________________________________________________________ 15 

4 Empirical – The Case of Indpro ________________________________________ 16 

4.1 Indpro background ___________________________________________________ 16 

4.2 Organisational structure _______________________________________________ 17 

4.3 Working processes ___________________________________________________ 20 

4.3.1 Scrum _____________________________________________________________ 20 

4.3.2 Quality ____________________________________________________________ 22 

4.4 Indpro market _______________________________________________________ 23 

4.5 Indpro and the customer ______________________________________________ 24 

4.5.1 Customer involvement ________________________________________________ 24 

4.5.2 Knowledge sharing ___________________________________________________ 26 

4.5.3 Communication ______________________________________________________ 27 

4.6 Culture ____________________________________________________________ 29 

5 Analysis & Conclusions _____________________________________________ 32 

5.1 Boundaries _________________________________________________________ 32 

5.2 Procedures to overcome boundaries _____________________________________ 33 

5.3 Team structure and use of technology ____________________________________ 35 



 

5.4 Offshore Project Success ______________________________________________ 36 

5.5 Figurative summary __________________________________________________ 38 

5.6 Conclusions ________________________________________________________ 39 

References ________________________________________________________________ 40 

Primary data _______________________________________________________________ 40 

Secondary data _____________________________________________________________ 40 

Appendix ___________________________________________________________________ i 

Interview Questions ___________________________________________________________ i 

Interviewees ________________________________________________________________ ii 

Survey _____________________________________________________________________ iv 

 



1 

 

1 Introduction  

Tools like internet and fast transportation systems make it possible to network and trade 

goods and services independent of geographical location. (Dicken, 2007; Freidman, 

2005) Globalisation and shortened transit times between geographical places and 

countries have contributed, among other areas, to changes within the industrial market 

and the global division of labour. (Steger, 2009; de Vylder, 2007) Dependence on 

geographical location is typically low within the software/IT sector since 

communication technology such as the Internet allows companies to communicate and 

deliver services electronically. Research and development can therefore be performed at 

any geographic location that offers competitive advantages, where cost, competence and 

quality are important factors. To continue being competitive, a company must adapt to 

its surroundings; one way to do this is to take advantage of globalisation and locate 

services in other countries (Ireland, Hoskisson, & Hitt, 2012).  

 

Siting operations in a country different from where the core business is performed are 

more risky because loss of control is unavoidable when managing resources over 

distance. (Aron, Clemons, & Reddi, 2005; Schwalbe, 2011) Historically, companies 

have decreased costs by moving IT related work such as programming, systems support, 

business intelligence etc. to countries where wages are lower. Costs are often argued to 

be the main reason for using offshoring. (Aksin & Masini, 2008; Lewin & Peeters, 

2006) Obtaining human capital, qualified personnel and business growth are other 

motives. These examples are mentioned in earlier research and categorized as resource 

based. (Lewin & Peeters, 2006; Vivek, Banwet, & & Shankar, 2008) Barriers to 

offshoring have been reduced due to increased internet access at decreasing costs, 

allowing more complicated IT services to be performed. Costs has always been, and still 

are, paramount in business. However, over time, as IT systems increase in complexity, 

competence and resource availability are increasingly important. In the offshoring of 

complex IT systems, customers and vendors have to work closely to ensure continued 

success. In such a relationship the nature of the perspective has changed from a cost 

strategy perspective to a value-based one. (Aundhe & Mathew, 2009; St. John, 2008; 

King, 2005; Lewin & Peeters, 2006)  

 

In the event of failure of an offshoring contract, both the customer and the vendor are 

affected. By gaining a greater understanding for what attributes are important in a 

successful relationship, collaborations can become more efficient and likely to achieve 

their intended goals. Earlier research has examined the offshoring relationship mainly 

from the customers’ point of view, but participation involves risks to vendors as well. 

(Aundhe & Mathew, 2009; Dibbern, Goles, Hirschheim, & Jayatilaka, 2004, p. 88) As 

the role of the vendor becomes more significant, there is also a greater need to examine 

offshoring from the vendors’ point of view.  This thesis will examine the point of view 

of Indpro, an IT service provider located in Bangalore (India) that primarily serves 

customers located in Sweden. 
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1.1 Purpose of the study 

 

The aim of this study is to investigate how the relationship between the vendor and 

customers is affected by the offshoring of a complex IT system. The study will be 

conducted by exploring what kind of barriers and opportunities are generated when 

offshoring processes are launched and managed.    

 

In order to reach our research goal, the following research’s questions are presented: 

 

 What are the factors, seen from the vendor’s perspective that would be 

considered as most important for a successful offshoring project?   

 How does these factors affect the relationship between the vendor and the 

customers?  

1.1.1 Limitations 

This thesis investigates the relationship between one vendor and several customers 

having their core business in Sweden. The focus on only one vendor is due to time 

limitations which made it hard to investigate more vendors thoroughly. Extensive 

contact with other vendors during the author’s stay in Bangalore, India, indicated that 

the same kind of problems and success factors are encountered, but it is difficult to draw 

clear conclusions from interviews alone.  
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2 Methodology  

This section describes the methodology used in this study. The choice of topic and 

working method are presented, followed by a thorough description of the theoretical 

framework and qualitative data collection. This section ends with a discussion of the 

credibility of the methods used.  

2.1 Introduction 

To gain a greater understanding of the variables that affect an offshore relationship and 

highlight important success factors, this study was conducted primarily by adopting a 

qualitative strategy. Earlier research on offshoring from the vendor’s point of view is 

limited. Therefore this field study seeks to illuminate the vendor´s point of view by 

doing one case study of a company named Indpro (Sekaran & Bougie, 2010). The 

company was founded in 2005 and therefore have long experience of acting as a vendor 

in an offshoring business relationship (Indpro, 2012).  Indpro was chosen for this study 

due to its primary focus on Swedish customers and the founders having strong ties to 

both India and Sweden. Indpro is also using a Swedish intermediary located in India to 

decrease the gap between the customers and the vendor. These actors maintain a largely 

Indian work force and deliver complex IT systems to Scandinavian companies. Those 

factors make Indpro an interesting company to investigate in this case study since it will 

help illuminate the vendor’s point of view in relation to offshoring.  

 

Initially, the author intended to combine the qualitative study with a quantitative 

approach to gain a deeper knowledge about offshoring by conducting a survey of 

Swedish customers that use Enterprise Resource Planning (ERP) system (a complex IT 

system). The reason for choosing these companies was to reach a large homogenous 

group where the usage of systems is similar and independent of industry. The aim was 

to understand the extent of offshoring and how customers ranked different attributes in 

the offshoring relationship. Unfortunately, the response rate was low due to corporate 

confidentiality policies and low use of offshoring in this aspect. Due to the distance to 

Sweden and the author’s interest in capturing the vendor’s point of view, a decision was 

made to exclude this part of the study from this thesis.  

 

2.2 Theoretical framework 

The theoretical framework was formed through an inductive and iterative method, 

where the theoretical part, based on secondary data, was revised upon the collection of 

empirical material.  (Bryman A. , 2008, pp. 26-29) Earlier research about offshoring and 

relationships, which mainly focus on the customers’ point of view, is the foundation of 

the theoretical framework in this thesis. Approaches to the interview are more 

thoroughly explained in Section 2.4Qualitative Data. 
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2.2.1 Definition of offshoring 

Outsourcing refers to the case where an organisation reduces costs by and refocuses 

refocusing on its core business and transfer some activities to an external vendor located 

in the same country (Doig, 2001). When the vendor is located in a different country than 

where the core business is, the terms offshore outsourcing or offshoring are used. (St. 

John, 2008) In this thesis, the case study, includes customer´s with its core business in 

one country, working with, and having a relationship to, a vendor located in a different 

country. Consequently, offshore outsourcing or offshoring are suitable definitions. 

Offshoring is commonly used in the literature when IT-related work are transferred to a 

vendor located in a different country. For that reason offshoring is preferred in this 

thesis. Hence, the definition of offshoring used in this thesis are as follows: IT-related 

work that is contracted to a part located in a country different from the country where 

the customer’s core business is based. Figure 1Error! Reference source not found. 

below visualises this relationship between customer´s in one country transferring IT-

related work to a vendor located in a different country. 

 

 

 

  

2.3 Empirical data 

The data collection has been conducted by using primary and secondary sources. The 

objective was to understand the bigger picture by investigating, evaluating and 

comparing both sides of the offshoring equation. In this a multi-pronged research 

method, the author would be based in Bangalore to meet actors and conduct face to 

face, in-depth interviews to collect qualitative data while gathering quantitative data on 

a greater number of actors in Sweden through an online survey.  Unfortunately, due to a 

low response rate on the survey, the result was chosen not to be included in this thesis. 

The empirical material is therefore not considered to have a multi-pronged research 

method. 

 

The wish to use a multi-pronged research method, where different kinds of methods are 

combined, requires a comprehensive understanding and consultation of the literature. 

The literature review highlights important facts that have been considered when 

performing this thesis. Numerical analysis and distance from the object are some factors 

that characterise a quantitative method. A qualitative method on the other hand is 

characterised by words, the participants’ perception, and closeness to the object. 

(Bryman A. , 2008, pp. 371-376) When choosing to use a multi-pronged research 

method this needs to be considered. A good reason for combining should be present; a 

Country A Country B  

Relationship Customer Vendor 

Figure 1: The definition of offshoring as an illustration.  (St. John, 2008, s. 3) 
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greater amount of material is not necessarily better in a study. The author also needs to 

have the necessary capabilities and resources to be able to conduct each method in a 

competent way. (Bryman A. , 2008, pp. 554-580 )  

2.4 Qualitative Data 

Qualitative data was collected during the author’s ten-week stay in Bangalore, India, 

from September to November 2013, where daily work was conducted at Indpro’s office. 

An action research strategy, where the research is carried out without the author trying 

to distance or separate oneself from the activity or the area that is the subject of 

research, were adopted. The purpose of action research is to have an immediate impact 

on the research field. (Bryman A. , 2011; Checkland & Holwell, 1998; Sekaran & 

Bougie, 2010) Observations and interviews were mainly conducted at Indpro’s office in 

Bangalore. To gain a wider perspective, interviews have also been conducted with other 

actors in Bangalore. In-depth interviews were conducted with 20 people (11 employed 

by Indpro), in approximately as many interviews, to understand the complexity of the 

subject. Interviewees can be found in Appendix, 0 Interviewees. Participant 

observations were also conducted to raise data and gain a contextual understanding. 

This was done by participating in meetings both with internal and external participants. 

Being present at the offshore site and personally conducting face to face interviews 

gives the author a better understanding of the working environment, to observe 

reactions of the respondent in real time and to make sure that questions are accurately 

understood due to language and cultural differences. During the time of the research the 

author became a part of Indpro’s organisation, and was also seen as a college student 

instead of a corporate competitor, which created a more open and honest attitude 

towards the research questions on the part of the interviewees according to the author.  

 

The interviews have been conducted as semi-structured to give the interviewees the 

freedom to express what they find most significant and to encourage elaborations of 

those concepts. (Saunders, Lewis, & Thornhill, 2009, pp. 320-323) Earlier studies of 

offshoring, mainly from the customer’s point of view, have served as the foundation in 

the formation of the interview questions. Theoretical concepts and the reason for the 

interviews were presented at the beginning of each session to make the purpose of this 

study clear. To bridge possible language barriers and misunderstandings the questions 

were phrased clearly and simply, and divided into sub-questions when necessary. 

(Eriksson & Wiedersheim-Paul, 2006, pp. 96-101) To lower communication barriers the 

language shifted between English and Swedish depending on how comfortable the 

interviews were with the languages. The questions can be found in Appendix, 0 

Interview Questions. 

 

2.4.1 Interviewees  

Experience of offshoring and understanding of the relationship between customer and 

vendor are the main reasons for the choice of informants, a method to find interviewees 
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known as the information method. The combined with the snowball method made it 

possible to find new interviewees during the information collection process; the author 

continually encountered new knowledgeable people during her time in Bangalore.  

(Jacobsen, 2000, pp. 195-202). Interviewees employed by Indpro were carefully 

selected from different hierarchal levels, from top managers to developers, to obtain a 

more representative sample of views and a wider range of information. Interviewees can 

be found in Appendix, 0 Interviewees.  

 

An interview with Professor Aundhe (2013), an expert in offshoring, has enhanced the 

understanding of the literature and in some aspects complemented it. The interview was 

semi-structured and the interviewee freely discussed the topic of offshoring, mainly 

from the vendor’s point of view.  

2.5 Quantitative Data  

Quantitative data was gathered through a survey that was e-mailed to 200 Scandinavian 

customers that were believed to use ERP systems in their operations. Reaching a greater 

number of recipients while the author was based in India was the main reason for the 

choice of this method. Due to low response rate this data was not included in the study.  

 

Using a survey is a fast and often inexpensive way to reach the intended target. 

Furthermore, the effect that the interviewer has on the interviewees is negligible due to 

lack of face-to-face interaction. On the other hand, the formulation of the questions is of 

higher importance since clarification questions cannot be asked. Not all questions are 

suitable to be asked in a survey. There is also a greater risk of a low response rate which 

was visible in this study, despite the author sending several reminders and putting in 

great effort to collect this data. Company confidentiality, where employees are not 

allowed to discuss IT structures, has also restricted candidates from participation. 

(Bryman A. , 2008, pp. 227-233)  

 

In the creation of the survey, the following factors were taken into consideration. The 

length of the survey should not discourage the recipients from answering, but still 

contain enough questions to fulfil its purpose. The layout of the questions should be 

clear and only one question be asked for each answer.  (Bryman A. , 2008, pp. 233-237) 

Sections have been used to keep the survey as short and organised as possible. The 

questions are formed with the theoretical framework as a foundation through careful 

study of the literature and modifying questions from previously conducted surveys. 

Pilot testing was performed with the help of other masters students, in which 

formulation problems were detected together with an absence of a “Don’t know” 

alternative in the multiple choice questions. Another round of testing was conducted 

with the top management of Indpro, who are experienced in the area of offshoring. The 

survey can be found in Section 0 Survey. 
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2.6 Research process 

This study was conducted as a field study at Indpro’s office in Bangalore, India. Earlier 

research about offshoring have been studied to form a foundational understanding of the 

subject, albeit from the customers’ point of view. Operating from Indpro’s office has 

offered the possibility of being part of the vendor´s working environment in a natural 

way and of studying the everyday work and routines in great detail. Interviews with the 

people in the case firm confirmed that the vendor’s point of view is similar to the 

customers’ point of view, but shows another perspective. Simultaneously, a survey was 

formed and distributed to capture the experience of customers when offshoring complex 

IT-systems. Low response rate due to company confidentiality and difficulties to reach 

the target together with new contacts with other Swedish firms led to an extended 

examination of the vendors’ point of view through interviews with six other actors. To 

try to capture the vendors’ situation more fully, more interviews were conducted with 

the case firm to cover different hierarchic positions. All the interviews showed 

similarities with earlier research presented from the customers’ side.  

2.7 Credibility of the study  

In the literature, validity indicates how well what is supposed to be measured really has 

been observed. (Eriksson & Wiedersheim-Paul, 2006) The validity in this thesis is 

considered to be medium. The theories studied have been used in earlier research which 

helps the author to understand them but the context is different due to the differing 

perspective from with the field study is conducted, that is, the vendors’ point of view 

rather than the customers’.  

Reliability should also be considered. This is described as the confidence placed in the 

measurement instrument: the extent to which the result would be the same if the study 

were to be conducted repeatedly. High reliability in a study is imperative for 

independence of the investigator and the investigated areas, including people and 

organisations. An interpretive investigation might therefore result in low reliability. 

(Eriksson & Wiedersheim-Paul, 2006) This thesis is conducted as a qualitative study 

and therefore is interpretive in nature. To mitigate the negative consequences, the 

environment where interviews were conducted and the approach towards the 

interviewees were made as natural as possible. The awareness of the pitfalls of this 

method, as well as countermeasures that were taken, increases the reliability in this 

study. Companies other than Indpro that had been interviewed showed similar results 

regarding problems and success factors which could depend on the author’s influence 

and also indicate that if the study where replicated the result would be similar.   

The empirical material in this thesis is mainly derived from interviews. Information 

given during an interview is largely credible since the interviewee is a primary source 

but it could be considered biased since it unilaterally shows the interviewee’s 

perspective. (Jacobsen, 2000) The organisational culture at Indpro is very strong and 

some employees even consider Indpro as an extended family. Over time the author 
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became one of the personnel at Indpro which created a more relaxed environment when 

discussion and interviews were held. Due to cultural differences the author may have 

misinterpreted nuances in body language and speech.  Being a part of the company may 

also cloud the author’s judgement but awareness of this and conscious effort to remain a 

neutral investigator helps mitigate this risk.   

Secondary data, such as published sources, are often revised several times and are 

therefore considered credible. (Jacobsen, 2000)  Secondary data collected from the 

internet like corporate information should always be analysed with the purpose in mind. 

Organisations usually highlight only information that is beneficial for them. (Eriksson 

& Wiedersheim-Paul, 2006) Those factors described have been kept in mind when 

collecting secondary data. Published sources have mainly been used in the study.  
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3 Theoretical  

A brief presentation of the theory that this study is based on is presented in this section.  

Initially, a historical perspective of theories used in the context of offshoring is 

presented together with the definition of offshoring. This follows by a more detailed 

description of the offshore project success model created by Balaji & Ahuja (2005) used 

in this thesis.    

3.1 Theoretical introduction  

When researchers started to examine the phenomena of offshoring, the focus was on the 

reason why it was performed. According to economic theories, offshoring was used 

from a cost perspective since economic benefits where to be found due to reduced costs 

when offshoring. Theories used to investigate an economic perspective of offshoring are 

for example transaction cost theory and agency theory. Strategic theories, on the other 

hand, such as resource dependency theory and strategic management theories where 

used to analyse how strategies were implemented to reach preferred performance goals. 

(Dibbern, Goles, Hirschheim, & Jayatilaka, 2004) From these perspectives the focal 

point has changed over time to understand the relationship between the customer and 

vendor. The significance of the relationship has been highlighted in several articles 

(e.g., (McFarlan & Nolan, 1995; Saunders, Gebelt, & Hu, 1997; Willcocks & Kern, 

1998). Researchers have sought to understand the correlation between the success of 

offshoring and characteristics of the relationship between the customer and vendor (e.g., 

Goles, 2001). When studying offshoring, different social/organisational theories 

concentrating on the relationship existing between parties’ in form of individuals, 

groups and organisations have been used. Examples of such theories are social 

exchange theory, power politics theories and relationship theories (Dibbern, Goles, 

Hirschheim, & Jayatilaka, 2004).  

 

Integration and coordination of team-members’ knowledge, knowledge integration, are 

argued by Faraj & Sproull (2000) to be reflected in the performance of a project. When 

a project is placed in an offshoring context, it presents challenges between and within 

the customer and vendor, in transferring knowledge in an effective way (Faraj & 

Sproull, 2000) The Offshore Project Success Model, by Balaji & Ahuja (2005), 

addresses the customer-vendor relationship and knowledge integration from a wider 

perspective. The major part of earlier research on offshoring represent the customer’s 

point of view. (Dibbern, Goles, Hirschheim, & Jayatilaka, 2004; Sekaran & Bougie, 

2010). The Offshore Project Success Model is found suitable to be used in a new 

context where the vendor’s point of view is explored.  

 

3.2 The Offshore Project Success Model 

The Offshore Project Success Model was created by Balaji & Ahuja (2005) to measure 

the success of projects in an offshoring environment influenced by knowledge 
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integration. According to Balaji & Ahuja (2005), former research in the area of 

offshoring focused on the reason of offshoring. Little focus had been on the problems 

faced during an offshoring project. Faraj & Sproull´s (2000), published work which 

adresses the correlation between project performance and succesful knowledge 

integration of teams was inspiring Balaji & Ahuja (2005) to explore the challenges in 

transferring knowledge between the customer and the vendor in an offshore project. The 

Offshore Project Success Model was therefore modeled to examine what team-level 

factors contributes to increased knowledge integration and hence succes in offshoring 

projects.  

 

By doing in-depth case studies, a model divided into six parts has been created. This 

model consists of Offshore Project Success, Knowledge Integration, Boundaries, 

Portfolio of Controls, Extent of Technology Used and Team Structure. An overview of 

the model is presented in Figure 2 below. 

 

 

Figure 2: Graphical illustration of The Offshore Success Model. (Balaji & Ahuja, 2005) 

Geographical, Temporal, Organisational and Socio-cultural are four types of boundaries 

playing a significant role in preventing communication. Those boundaries needs to be 

crossed in order to reach knowledge integration, both external and internal. (Balaji & 

Ahuja, 2005; Espinosa, Cummings, Wilson, & Pearce, 2003) To cross those boundaries 

a portfolio of controls can be implemented by applying a multiple of controlling 

mechanisms. The controls can be categorised into formal and informal, where the first is 

subdivided into behaviour and outcome control, and the second into clan and self-

control.  (Choudhry & Sabherwal, 2003; Kirsch, 1997) The team structure are described 

as the power link of communication between and within the teams and are depending on 

its structure increase knowledge integration. (Maznevski & Chudoba, 2000) Sharing 

information technology has a key role in an offshore project and when used in a suitable 

way it will also contribute into increasing knowledge integration.  (Balaji & Ahuja, 

2005; Dyer & Singh, 1998) The offshore project success can be found both as 

subjective and objective positive effects. (Balaji & Ahuja, 2005) In the following 

sections a more detailed description of The Offshore Project Success will be presented.  
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3.2.1 Offshore Project Success 

The success factors of offshoring cases differ because of the diversity in different 

projects. In this theory the common characteristics of offshore projects are the provision 

of a challenging situation and their non-routine nature. New expertise and knowledge is 

learned in each project, both by the client and the vendor. Since offshoring project 

differs widely in its nature offshoring project success can both be seen as subjective 

measures such as satisfaction with the partner in the relationship and objective measures 

like cost reduction and quality improvement. (Balaji & Ahuja, 2005) 

3.2.2 Knowledge Integration 

Knowledge integration is defined as the process to fuse knowledge absorbed from 

external sources with technical and business skills, know-how as well as expertise 

within the organisation. (Tiwana, Bharadwaj, & Sambamurthy, 2003; Walz, Elam, & 

Curtis, 1993) To be able to meet the goals set for a project implementation, the 

stakeholders’ knowledge requires integration.  In the setting of an offshoring project the 

stakeholders refer to team members on the customer’s side who possess business 

knowledge and the team members’ technical awareness on the vendor’s side. (Balaji & 

Ahuja, 2005;Tiwana, Bharadwaj, & Sambamurthy, 2003) Routines regarding 

knowledge transfer, encouragement of transparency, deterrence of free riding are, in 

earlier research, shown to be important factors to gain a competitive advantage. Dyer & 

Singh (1998) argue that the partner-specific absorptive capacity can be increased by 

encouraging knowledge-sharing, learning from best practices outside the firms’ 

boundaries and understanding of the relative scope in partnership. (Dyer & Singh, 1998) 

 

Knowledge integration is divided into two parts, external and internal. External 

knowledge integration refers to knowledge that is integrated from interaction between 

the customers’ and vendors’ team. Internal knowledge integration describes the extent 

to which the development team is built on the knowledge shared by the stakeholders, 

and the interaction of members within teams. Both internal and external knowledge 

integration are found in the setting of an offshore project and will significantly impact 

the success rate. (Dyer & Singh, 1998)Balaji & Ahuja, 2005) 

3.2.3 Boundaries 

Boundaries are the barriers that hinder the communication between different team-

members and teams. To be able to perform and accomplish a job, these boundaries need 

to be crossed (Espinosa, Cummings, Wilson, & Pearce, 2003).  Balaji & Ahuja (2005) 

describe four types of boundaries that play a significant role in the context of 

offshoring: Geographical, Temporal, Organisational and Socio-cultural. (Balaji & 

Ahuja, 2005) 

 

1) Geographical boundaries occur because of distance. In the context of application 

development, distance is considered to be a major obstacle. Globalisation and 

technology have made the world a smaller place and businesses today are conducted 

all over the globe. This has created non-collocated teams where face to-face 
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communication is difficult to conduct. The risk of loss of contextual knowledge that 

might be transformed into misunderstandings and delays in communication 

therefore increase. (Espinosa, Cummings, Wilson, & Pearce, 2003) 

 

2) Temporal boundaries are due to time and exist when there are time-zone 

differences that separate the teams. The phenomena of working around the clock is 

considered to be a positive outcome but presents unique challenges. Some of the 

phases in a project are more communication intense then other; for instance, design 

and implementation require more frequent interaction between the customer and 

vendor. This means that one part of the team needs to adjust their schedule to the 

other part’s, which might imply atypical hours that may affect team members’ 

lifestyles and work performance. (Espinosa, Cummings, Wilson, & Pearce, 2003) 

 

3) Organisational boundaries are due to organisational differences. When a team is 

put together with members of different backgrounds it can be a challenge to create a 

shared sense of identity. This is due to diverse experience of organisational culture 

and practices. (Espinosa, Cummings, Wilson, & Pearce, 2003) 

 

4) Socio-cultural boundaries occur when the customer and vendor arises from 

different cultural background and therefore do not share the same view regarding 

work culture, deadlines, general behaviour and appropriate power relations. (Balaji 

& Ahuja, 2005; Walsham, 2001) The use of a non-native language, different level of 

accents and fluency together with the different use of direct and indirect 

communication might cause language barriers.  (Storti, 2007)  

 

The boundaries described above all have a negative influence on knowledge integration, 

and hence the result of a project. To mitigate those effects, controlling mechanisms can 

be used. This tool is described as the portfolio of controls in this model. (Balaji & 

Ahuja, 2005) 

3.2.4 Portfolio of controls 

Kirsch (1997) describes control as managing the way an individual acts by affecting 

manners to be consistent with the goals of an organisation. To apply control, different 

mechanisms can be implemented. Examples of this are when creating linkages between 

economic benefits and performance, teambuilding and socialisation. (Kirsch, 1997) .In 

the context of offshoring, a multitude of controlling mechanisms can be imposed to 

mitigate the impact of boundaries. These are collectively known as the portfolio of 

controls.  

 

The controls can be categorised into formal and informal, where the first is subdivided 

into behaviour and outcome control, and the second into clan and self-control. 

(Choudhry & Sabherwal, 2003; Kirsch, 1997) To achieve the goals set, earlier studies 

have shown that a portfolio of controls is more effective then when the controls are used 

in isolation. (Choudhry & Sabherwal, 2003) With this background, Balaji & Ahuja 

(2005) argue that a mixture of controls carefully chosen to fit the organisation could 

help cross the boundaries, hence increasing the knowledge integration in an offshore 

context.  
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1) Formal controls are strategies applied to evaluate performance within an 

organisation.   

 

 Behaviour control is when the controller implements specific regulations that 

affect processes related to the achievement of goals. This can be combined with 

a reward system that depends on how well guidelines are followed and are 

present as a motivator. Earlier studies have shown that these kinds of controls 

are preferable when the manager can observe and knows the behaviour of the 

employees.  (Choudhry & Sabherwal, 2003; Kirsch, 1997)  

 

 Outcome control is when rewards are based on the result and the goals are clearly 

stated by the controller. The way to reach the intended target is not of importance 

when rewarding, only that the goals are achieved. To successfully implement this 

control, the outcome of a project needs to be measurable. (Choudhry & 

Sabherwal, 2003; Kirsch, 1997) 

 

2) Informal control is founded in social and people strategies. 

 

 Clan control reinforces common values, ideologies and philosophies among 

employees to create groups committed to both their organisation and teams. The 

members of the group are chosen with care and socialised to fit with the 

prescribed norms. This control can be applied simultaneously with formal 

controls since they are independent. (Choudhry & Sabherwal, 2003; Kirsch, 

1997) 

 

 Self-control is based on individuals’ own responsibilities. The individuals set 

the goal and then monitor the process to achieve them. Rewards and sanctions 

are also performed by the individuals. The reward system that is implemented by 

the organisation will function on the basis of how well controlled the own work 

is. This mode is preferred when tasks are diverse, complex or when rules are 

lacking. (Choudhry & Sabherwal, 2003; Kirsch, 1997) 

Formal controls will be more significant when teams have direct contact. The informal 

controls will to a greater extent facilitate order and discipline within teams even when 

they are apart. When planning the integration of control modes both preferences of the 

customer and vendor should be taken into consideration. The presence of control will 

never fully remove the consequences of boundaries but can help mitigate the negative 

effects. (Balaji & Ahuja, 2005) 

3.2.5 Team structure 

The structure of the team is the power link and underlying interconnection of 

communication between the customer and vendor’s team members. Studies of literature 

on virtual teams have highlighted two dimensions of structure in teams, hierarchy and 

cohesion. Hierarchy is the extent of levels present in an organisation. Cohesion refers to 

the extent of which the members of the team enjoy working together and want to 

continue to do so. (Maznevski & Chudoba, 2000) 
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1) Implementing a hierarchy can contribute to clearly define roles of the members 

within a team. Clarity is important to avoid role ambiguity and conflicts. The 

structure of a team is usually flat. Using a flat structure in a setting that is used to a 

more hierarchical organisation may cause the members to become uncomfortable. 

(Brett, Behfa, & Kern, 2006) 

 

2) The term cohesion includes aspects of formalism and occurrence of strong and 

weak ties. These should not be confused with hierarchy since they are not equals. 

The Lee & Choi (2003) definition of formalism is applied in this thesis as “the 

degree to which decisions and working relationships are governed by formal rules, 

standard policies and procedures. Flexibility can accommodate new ways of doing 

things. Formality stifles the communication and interaction necessary to create 

knowledge”. Occurrence of strong ties might cultivate constraining behaviours. 

Presence of weak ties on the other hand can foster an environment with better 

exchange of ideas and will mitigate the risks of overlooking the possibility of 

failure. (Balaji & Ahuja, 2005) 

3.2.6  Extent of Technology Used 

In an offshore project, technology has a key role in the sharing of information, both 

within teams and between customer and vendor, hence increasing the knowledge 

integration. Earlier research within the area of media richness shows that improved 

performance is linked to the multiplicity of ways and immediacy of feedback. (Dennis 

& Kinney, 1998) The integration of both external and internal knowledge will increase 

with the intensity level that technology is used to communicate and therefore benefit the 

outcome of the project. The interaction between members is also affected since 

technology such as chat and email allow communication outside of the office. Balaji & 

Ahuja (2005) therefore argue that high extent of technology use in communication have 

a positive effect both on knowledge integration and team structure. (Balaji & Ahuja, 

2005) 

 

Different media of communication can be adopted and depend on the people involved in 

the project and the situation. Face-to-face conversations are considered to give the 

highest exchange of knowledge since gestures and vocal implications leave clues that 

can be interpreted by the recipient. (Dennis & Kinney, 1998) Studies also show that e-

mail might be a richer communication tool than what was earlier thought and that it 

usually is the management’s choice of medium. (Balaji & Ahuja, 2005) When using 

media that are considered less rich, the risk of misinterpretations increases, hence a risk 

for lower knowledge integration. (Dennis & Kinney, 1998) 

3.2.7 Control Variables 

Since size and duration affects the success of a project, Balaji & Ahuja (2005) includes 

them as control variables in their model. The literature states that small-sized project are 

more likely to success and that time consuming projects are more likely to not reach 

their goals or become outdated.  The control variables do not take an active role in 

increasing knowledge integration and will therefore not be considered in this thesis.  
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3.3 Conclusion 

The Offshore Project Success Model will be used to analyse the field case presented in 

this thesis. The model offers an overview where team-level success factors are 

discussed and important areas are highlighted. The models give the author a tool to find 

success factors within an offshoring relationship from a vendor’s perspective and to 

answer the research questions of this thesis.  
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4 Empirical – The Case of Indpro 

This section presents the case study of Indpro. Firstly background, organisation, 

processes and marked will be presented with the purpose of gaining a contextual 

understanding of the offshoring environment that the company acts in. Having a 

contextual understanding is important when analysing and trying to understand the 

relationship between the vendor and customers. This will follow by a description of 

Indpro’s view of the relationship with customers and challenges they meet. 

4.1 Indpro background 

The Swedish consultancy company Indpro was founded in 2005 and offers global IT 

resource solutions. In 2013 the company had four employees in Sweden and around 70 

employees in India. (Embassy of Sweden in India, 2011; Indpro, 2012)  The total 

revenue of Indpro in India was in 2013-2014 69.048.315 INR (~9.55 million SEK) 

(Ramamirtham Natarajan & Associates, 2014) Two of the founders were born in 

Sweden but have family roots in Bangalore, India. Having an understanding of two 

different cultures is an advantage when working in cross country projects. (Siddique, 

2013)  

 

Indpro primarily develops complex IT-systems like more advanced homepages and 

applications for companies like Mathem, Frontreport, Upplevelsepresent and Time 

Care. One of Indpro’s customers, Mathem, is a company that sells food through a 

webpage and deliver it to the customers’ door, to facilitate this operation Indpro created 

an E-commerce platform for them. Most of Indpro’s customers have their core business 

in Sweden but the work of Indpro are primarily conducted in India. Figure 3 below 

visualises the relationship between customers in Sweden and the vendor Indpro located 

in India. 

 

 

 

 

According to Indpro there are three reasons why the customers choose to offshore. The 

first is cost, the second is competence and the third is to focus on their core business, 

main and essential activities that generates financial success. If competence is missing 

within the customers’ organisation and they consider the project valuable, consultancy 

is a viable option.  The cost of consultancy in Sweden is high compared to India and 

therefore an offshoring project might be a solution. Offshoring IT-services makes it 

possible for the customers to focus on its core business. When the decision to offshore 

Sweden India  

Relationship 
Customers Indpro 

Figure 3: The illustration of how the actors in this thesis are represented in the 

definition of offshoring. 
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is made, building of relations between customer and vendor starts. This is illustrated in 

Figure 4 below. Together with Indpro’s connections to both India and Sweden the three 

factors described above are the reasons why Indpro is chosen as a partner.  

 
 

 

4.2 Organisational structure 

The sales process is initiated by a Swedish speaking sales person, who contacts 

potential customers and schedules an introductory meeting with the CEO. If the meeting 

seems promising the COO will attend the second meeting to explain processes and 

practical details. (Bergström, 2013; Thomasdotter, 2013)  

The first step in the collaboration is to identify the needs of the customer, propose a 

practical solution and then suggest a structure of collaboration. Workshops are 

conducted with the customer to clearly state the product that will be developed, identify 

end users, estimate costs, and structure the standard procedures used (e.g., Scrum, 

length of interactions, frequencies of meetings, the roles within the team). The 

requirements are compiled in a document and shared with the Indian office to make sure 

that everybody has the same information. It is of great importance to ensure that the 

customer understands the contributions required of them. Among other things the 

customer needs to appoint a project owner, preferably but not necessarily with a 

technical background. The project owner will represent the stakeholders in the project 

and their interests. This includes collection, handling and prioritising objectives when 

changes are made to the project. Several meetings with the customer will start to build 

trust within the relationship. When this is established an inventory of Indpro’s resources 

is performed and resource allocation or possible recruiting is planned. (Bergström, 

2013) This process is presented graphically in Figure 5. 

 
Figure 5: The start-up process of an offshore project. (Own figure) 

When collaborating with customers, Indpro has created a model they call the Indpro 

way. By using Swedish personnel on site in India together with a prolonged presence in 

Identify 
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Structure of 
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Figure 4: The three factors that according to Indpro will lead to offshoring which will create 

business and relations between customer and vendor. (Own figure)  
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the country, cross-cultural understanding is ensured. This also increases the Indian 

employees’ understanding of Swedish customers and their needs. Indpro believes that 

the customers’ involvement is important and wants them to be part of the whole work 

process to reach the best result. By being present, customers can affect all phases of the 

project. Depending on the project, this process can either be driven by the customer or 

by Indpro; in the latter, a manager from Indpro will be in charge. (Indpro; Arbetsmetod, 

2012; Siddique, 2013) The aim is to reach high customer satisfaction as well as accurate 

and adequate delivery of IT services. (Indpro; Arbetsmetod, 2012)  

The team structure at Indpro varies between different projects, but usually structured as 

follows:  a project manager, project leader(s) and software developer(s). The role of the 

project manager includes economical responsibilities, customer contact and requirement 

processing. The project manager facilitates progress by breaking down the requirements 

and helping the project leader to better understand the contextual situation. Lippert 

(2013) argues that improvement of projects have been observed when good 

relationships have been established. Over time, there have been project managers with 

and without technical background. Advantages when project managers have technical 

skills are an increased risk control, which lowers the likelihood of something going 

wrong.  The project manager is responsible for and works closely together with a 

number of project leaders, the number of which depending on the size and complexity 

of the projects. The project leader has a technical background and earlier work 

experience within the IT sector. The project leader is responsible for the work within 

one project and coordinates the assigned developers’ work. (Lundqvist, 2013) The 

organisational structure is flat and all levels communicate with each other and directly 

with the customer. As a complement the project manager can serves as a bridge to avoid 

misunderstanding between the team and the customer. The project manager plays an 

especially crucial role during the initiation phase, but as time passes, more and more 

communication occurs directly between the team members. (Melchander, 2013) Figure 

6 displays illustrates the team structure used at Indpro.  

 

Figure 6: A description of the team structure. (Own figure) 

Over time the project manager should be phased out from the project and the team 

becomes self-running. When the middle manager is not needed any more, cost 
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advantages will occur. Indian management is highly successful at Indpro since they 

have a greater understanding of both Indian and Swedish culture. (Andersson, 2013) 

Today, several of Indpro’s longer projects do not need middle managers. (Bergström, 

2013a) In larger projects there will usually be a larger financial plan and it is possible to 

finance a Swedish project manager. In smaller projects the budget is not always large 

enough. (Lippert, 2013) When having a project manager is not a viable option, more 

effort is needed in gathering customers’ requirements. Indpro uses a distinct project plan 

and Scrum as a tool to keep order and clarity to meet the customers’ expectations 

(Andersson, 2013).  

 

Bergström (2013), emphasises the importance of “having a workforce you can rely on” 

and continues that the employees at Indpro are loyal; many see Indpro as their second 

family. Melchander (2013) adds that Indpro has created a comparative advantage by 

profiling as an exciting company that mostly works with Swedish companies, which is 

seen as attractive due to its high level of technology. The organisational structure at 

Indpro is flatter than most Indian companies and presupposes that people take 

responsibility for their own actions. Indpro has a wish to create an organisational culture 

similar to the one usually found in Swedish companies that are characterised by self-

directed employees that are highly accountable when given the opportunity to control 

their own work (Bergström, 2013). Indpro tries to nurture an environment where 

autonomy of the employees can and will grow. This is needed in the process to create 

and understand requirements of a project since requirements rarely are given 

straightaway. Consensus is the most important thing to make a project successful, 

according to Melchander (2013). When there is no consensus, things usually turn out 

into something similar to a “whispering game”.  

Bergström (2013) states that to create good deliverables, apart from the Scrum 

methodology, Indpro tries to inculcate the offshoring teams with new knowledge 

frequently through courses and seminars and highlight people who perform well. 

(Bergström, 2013) Indpro’s employees typically experience a career progression from 

junior to senior developer and finally to project leader. Employees place a high 

premium on interesting projects. Developers learn by doing, and training and education 

programs are frequently held to achieve this. A performance appraisal process exists but 

is not in utilized at the same level as in Sweden since it is not considered to be as 

important in India. (Lippert, 2013) There are several examples of employees at Indpro 

that works in the offshoring teams that have started their careers as developers, but due 

to their drive and initiative have therefore have been promoted to project leaders. To 

give extra attention to people doing an outstanding job the employee of the month is 

crowned each month. (Bergström, 2013) Mali (2013) agrees with Bergström and 

continues that the project manager contributes to this by imposing improvements of the 

quality by teaching programmers how they can become better by solving problems in 

more innovative ways and to reuse code. (Mali, 2013) The project leader’s role is also 

important to stimulate the offshoring teams according to Melchander (2013) and to 

make sure that the developers do things correctly and get the support they need. Project 

leaders have two to three projects at the same time and if someone is missing due to 



20 

 

illness or vacation the project leader has to cover for them  (Mali, 2013). The pressure 

from the customer is on the project leader and they therefore need to have good relation 

with the team. To maintain a high level of quality, the developers first do a review of 

what they have developed with other developers. After that the developers present the 

solution to the project leader in charge. The goal is to ensure code and functional quality 

before the code is delivered. This helps knowledge transfer and micro learning when 

developers with different skills discuss problems together.  (Melchander, 2013) 

Through development of working methods and practical code writing, Indpro wants to 

increase quality within the project and increase the knowledge and capability of their 

developers. Quality is considered to be a relative concept and projects should deliver 

what the customer thinks it wants. The more complex a system becomes the harder it 

will be to keep the quality at a high level. (Melchander, 2013) Competence is a very 

important factor. In almost half of the projects that have gone less well, mismatch of the 

competence has been observed. Either the competence has been too low, or it has not 

been in line with the customers need. The process can be elaborate, but if the 

competence is a mismatch then a whole project can fail.  (Bergström, 2013a) 

Hiring new personnel is a challenge according to Bergström (2013). There is usually a 

high number of applicants when a new position is announced and the screening process 

only allows two out of ten to go to the next step in the procedure. The process needs to 

be thorough since there is a lot of exaggeration in the process due to competition 

between the candidates. This makes it difficult for Indpro to distinguish between the 

candidates that have potential to success at Indpro and those who do not. (Bergström, 

2013) 

 

Indpro tries to match the salaries of other IT companies but Melchander (2013) states 

that the salary is not the main reason why employees stay at Indpro. Mali (2013), who 

has handled the web department for four and a half years, agrees to this and continues 

that the best things about Indpro are that the learning curve is steep and that both the 

management and employees are good people.  

Andersson (2013) says that Indpro has tried to create an incentive program, but it has 

not been implemented yet. The values of the company and the reward process must first 

be aligned. (Andersson, 2013) Melchander (2013) continues that Indpro has a new, 

more transparent method of payment on trial, where the customers will see the salaries 

of the staff they hire. (Melchander, 2013) 

 

4.3 Working processes 

4.3.1 Scrum 

According to Bergström (2013a) consensus between the vendor and customer regarding 

requirements both initially in a project and over time will give guidelines of what to do 
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in the project and will help ensure quality. (Bergström, 2013a) Scrum, an agile method, 

is therefore the base method used at Indpro pursuant to Lippert (2013), and the project 

managers are all certified in Scrum. Indpro believes that Scrum encourages 

communication, both within teams and between customer and vendor and hence can 

help bridge geographical distances. Scrum encourages active participation on the part of 

the customer, short cycles to keep everyone updated and early surfacing of risks. These 

factors create trust (Lippert, 2013). Anderson (2013) states that the relationship needs to 

be two-sided otherwise problems will occur and Scrum increases the involvement of the 

customer (Andersson, 2013). Short iterations ending with delivery of usable 

programming code allow quick and continuous feedback. (Indpro;Methodology, 2012)  

A Scrum team consists of one product owner, one scrum master and the team members 

and delivers working code in every release. In the ideal case, the product owner, usually 

from the customer side, knows what they want to build and creates a prioritised list. 

Mondal (2013), a project leader, explains that a special Indpro format is available for 

customers to make their requirements easier to understand (Mondal, 2013).The 

hierarchy in the list will be the guide when the Scrum master and the team start to work 

on the different requests.  

Shetty (2013) states that an incompetent product owner makes it harder for the team 

members to work. The project manager can in this case help the customers to 

understand what they actually want and help them to prioritise. (Shetty, 2013) Usually 

the customers have a high level picture of what they want, and sit with the project 

manager and leader to break it down to workable pieces. Scrum consists of sprints that 

usually are two weeks long and contain five to six hours of meetings. In the beginning, 

a project manager should attend the meetings and set the communication standard and 

working method. A typical scrum meeting is described in section 4.5.3. There should be 

documentation but not too much, since the backlog and the case system will contain the 

necessary information. For a project to become profitable, Melchander (2013) says that 

over time the project manager should be phased out and the project leader should 

become the Scrum master.  (Melchander, 2013)  

Lundqvist (2013) highlights the importance of following the whole methodology by 

schedules and following sprints, otherwise the planning will be lost and the progression 

of the project will slow down or even stop completely. (Lundqvist, 2013) Even when 

the Scrum methodology is followed a lot of different factors can make the project go 

wrong according to Bergström (2013). The project owner’s engagement might be 

lacking or a bad start-up where some important parts might be missing are examples of 

such situations.  

Traditionally, developers send their codes to testers, a process which could create a long 

loop before the developers can continue to work on the code. Today, automatic tests are 

used, and the developers and testers are assigned to the same team and can therefore 

communicate more easily. Test cases are written at the same time as the code in order to 

make it possible to run them automatically. A module always comes with a test 
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specification and a person can therefore directly run the test and change the code. The 

testing is equally important for programming. Melchander (2013) continues that the 

product owner is important for success and a clear picture of the goal together with 

communication skills facilitate the work for the team members. (Melchander, 2013)  

Since Indpro’s projects are smaller, a lot depends on the personality and individual 

contributions of the team members, and if one party does not pull their weight it affects 

the whole project. Bergström (2013) continues and highlights that following project 

standards helps to discover where the problem lies in early stages and can be corrected.  

(Bergström, 2013) Melchander (2013) gives an example of one of Indpro’s less 

successful projects, a webpage ordered by an entrepreneur. In the beginning, the 

customer did not know exactly what the outcome should be and the requirements were 

unclearly set under those circumstances. A fixed price and a project duration were 

estimated from the inappropriate requirements and the customer’s expectations were 

misaligned. Since the context was wrong from the beginning, changes in requirements 

were frequent. The main lessons learnt from this case is the importance of helping the 

customer to understand what they want, in order to be able to make a correct time and 

price estimate.  

There will always be a conflict between the developers and the sales department’s point 

of view when making estimations. The sales department wants to have a lower cost to 

make it easier to sell projects. The Scrum method is here a good tool that will help 

understand what was wrong, to break down the project into smaller pieces that will lead 

to more accurate estimations. Scrum will not give shorter project durations but will help 

identifying problems at an earlier stage. (Melchander, 2013; Shetty, 2013) Andersson 

(2013) takes this even further and states that in an early stage of a relationship, 

guidelines of how to work should be created. This will place a greater emphasis on 

effort on the clients’ part, but they will then know what kind of engagements are 

expected from them and what deliverables will be sent. By having a structured plan, 

Indpro will looks and acts in a more professional manner. (Andersson, 2013)  

Some customers put a lot of effort and engagement into the projects but many do not 

understand how important their participation is. It is important that the customers 

understand the necessity to build a solid base to work from, like a proper data base 

(Shetty, 2013). Again it is highlighted that one of the main benefits of Scrum is that it 

forces the customer to play an active role in the project. (Andersson, 2013)  

4.3.2 Quality 

To guarantee quality, Indpro uses “the zero tolerance program” where Indpro does not 

accept deficiencies in the quality level. (Indpro; Arbetsmetod, 2012) The zero tolerance 

program ensures that stricter control during the first two months is implemented; extra 

effort will be put into the project if the result of the controls are not satisfactory.  

Customers’ confidence is typically low during the initial phases of a project, hence the 

need to perform well from the beginning and build trust. When a new project is initiated 
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a requirement document is created and resources allocated. During the first two months, 

extra resources can be added to the project and the structure of the team might change 

for the project to be successful. It is common for IT projects to run over time and 

budget. Highlighting the risk of such after two months will improve the outcome of a 

project. Costs for Indpro are initially higher and therefore the resources will be limited 

when the project starts to stabilise after two months. However, this is worth it if long-

time customers are won, creating overall greater value for Indpro. (Andersson, 2013; 

Indpro; Arbetsmetod, 2012; Lundqvist, 2013; Melchander, 2013) 

  

Documenting projects and processes are necessary to create consensus and a way of 

sharing knowledge. Melchander (2013) suggests that only the most important facts 

should be documented, and to make the processes more effective they should be 

simplified. If the documentation is not scheduled appropriately in the processes, it is of 

no use. Indpro has a wiki that anyone can use to obtain knowledge. In the wiki, all 

projects have their own space where employees can upload information they find 

suitable, like documentation and advice. Low awareness of the wiki within Indpro 

affects the sharing of knowledge. By giving the customer access to Indpro’s wiki space, 

transparency can be created within the projects and problems can be found and 

highlighted earlier. Documentation can help prevent and solve common problems. As 

such, customer awareness of the wiki space is important. (Melchander, 2013)  

To measure the success of a project, Indpro uses something that is called a project card. 

It contains four metrics: economy, delivery wellness, customer and employee. Economy 

measures resources and cost efficiency. Delivery wellness is how well Indpro performed 

on agreed standards like Scrum meetings and code standard. This is graded by Indpro. 

Customer is where the client grades deliverables, quality, competency, and so on. 

Employee is the satisfaction of the employees working on a project, how the situation is 

perceived, their competence, as well as improvements that could have been made 

(Bergström, 2013) Low quality, high cost and extension of the schedule are examples of 

issues mentioned when the customers are less satisfied. Customer satisfaction is more 

likely to be achieved when customers are clear about their requirements. (Lippert, 2013)  

When overall success rates are discussed, Indpro divides their customers into two 

groups. Customers with newly started businesses are considered to have a low maturity 

and are categorised into one group. This group has a 50 percent success rate.  More 

mature customers that have stable operations within the own organisation and a 

relationship with Indpro lasting at least a few years have a higher success rate of 75 to 

80 percent. (Bergström, 2013) 

4.4 Indpro market  

A typical customer is a small to medium sized company located in Sweden that offers 

its customer a service, usually in form of an in-house developed product (e.g., 

timesheets control systems, scheduling applications, various types of mobile 

applications). Indpro has about 90 customers and have completed 150 projects.  
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Customers come from a wide spectrum of industries, it is not considered important what 

sector the customer belongs to. The maturity of the company is considered most 

important for Indpro, according to Bergström.  Bergström (2013) and Lundqvist (2013) 

agree that customers should preferably already have internal operations in order to know 

how their products and services work, which refers to the maturity level of the 

company. Newly started companies are considered to have a low maturity level and 

therefore another approach is needed.  A company that has been established for 5-6 

years is usually a good customer for Indpro and 75 percent of their client base consists 

of this type of partners. (Bergström, 2013) If the customer has low maturity it is harder 

for them to know what they want and therefore difficult for them to clearly state 

requirements. This creates a great risk of project failure. When this happens it is usually 

a costly experience where Indpro has to compensate and face losses to keep the 

customers satisfied and to maintain a good reputation. (Lundqvist, 2013)  

 

The size of the company is also a factor to consider. Bergström (2013a) states that if the 

company is too small it is a challenge to achieve good communication since it might be 

difficult to dedicate personnel to handle the dialogue with Indpro. In smaller companies 

there also may be lack of technological knowledge, for example if the contact person 

does not have earlier experience of IT projects. If so, it may be difficult for the customer 

to understand the parameters in Indpro’s collaboration model. On the other hand if the 

company is too large Indpro’s collaboration model may not fit or may not be enough 

since larger companies usually have higher demands on a total solution. They expect the 

vendor to take care of the whole project, from requirement specifications, project 

management, development and testing to implementation and maintenance. (Bergström, 

COO, 2013a)  

 

According to Indpro, a good customer views the relationship with Indpro as something 

positive that will support and guide their organisation towards growth. The customer 

should be realistic and have reasonable expectations about the relationship. Lippert 

(2013) states that developing a system is not only about writing code, but rather, 

problem solving. Therefore, it is preferable that the customers have technical 

knowledge, since it will help them to understand project risks and why extra time might 

be needed. (Lippert, 2013) Indpro states that the success rate of different projects is 

strongly correlated to the involvement of the customers. If customers believe they are a 

part of the team, better results are usually achieved. An involved customer with a clear 

picture of the goal is preferred. (Siddique, 2013) 

4.5  Indpro and the customer 

4.5.1 Customer involvement 

The organisation at Indpro has a flat hierarchy; employees communicate on an equal 

level. (Bergström, 2013) Lundqvist (2013) explains that the team structure varies 

between different projects. Sometimes there are both a Swedish and an Indian team. 
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Sometimes the customers are involved, and sometimes they are just kept in the loop 

with updates, but they should still have engagement.  

At Indpro, team structure also might vary but usually it consists of a Swedish project 

manager, an Indian project leader and Indian software developers. The role of a project 

manager is similar to the role of the project leader and includes financial 

responsibilities, customer contact and requirement processing. This provides the 

customer with a contact person who speaks the same language and shares similar 

cultural values. By this understanding the project manager can help subdivide the 

requirements and help the project leader to better understand the context. The project 

manager is responsible for and works close together with approximately three project 

leaders. The number depends on the size and complexity of the projects.  

The project leader is Indian, has a technical background and some experience within the 

IT field. The project leader is the person responsible for the work within one project and 

coordinates the developers assigned. In India, clear hierarchies are important – this is 

one of the reasons why the title ‘project manager’ was put into use. (Lundqvist, 2013) 

Shetty (2013) continues that a project manager with a technical background is valuable 

since they understand what is feasible and can explain that to the customer. Previously, 

project managers without technical backgrounds typically only understood the 

management part and could not understand technical limitations. As such, the former is 

more effective in facilitating understanding between the customer and the developers. 

(Shetty, 2013) The leader of the team could be assigned from the customer’s 

organisation or from Indpro, according to Siddique (2013). Bergström (2013) continues 

that the appointed project owner from the customer’s side will have contact with all 

members in the India located team. Some problems are easier to discuss with a Swedish 

person and the project manager located in India functions as a bridge. (Bergström, 

2013) 

In a collaboration, both parties have a common goal to deliver a solution or a product to 

the market. In general, Indpro’s model works well but sometimes a few adjustments are 

needed. Indpro’s model is built on best practice within Scrum, Quality Assurance and 

how to handle and document code. When the customers are mature and have their own 

processes, they are usually also formed from best practice and therefore do not differ 

significantly. (Bergström, 2013) Melchander (2013) states that the product owner’s 

involvement is crucial. If the product owner is difficult to collaborate with, the project 

manager needs to put in extra effort to deliver a high quality solution. As such, Indpro 

needs to communicate frequently with the customer, otherwise they will have a delayed 

project, lower profit than expected, and bored developers. (Melchander, 2013)  

Lastly, Mali (2013) emphasises the importance of client relations and representation. 

Indpro needs to have the right initial representation to achieve the maximum possibility 

of initiating a good relationship with the client. (Mali, 2013) Indeed, first impressions 

are powerful. 
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4.5.2 Knowledge sharing  

Melchander (2013) states that taking advantage of knowledge is considered to be 

important within a consulting company and Indpro’s management encourages 

knowledge sharing both between offshoring teams and within them. Mali (2013), an 

Indpro project leader, agrees to this and states that “communication is the key to 

everything” and will help build knowledge.  

 

Indpro finds it important to understand their customers’ business and have knowledge 

about both their products and industries to be successful. (Mali, 2013; Melchander, 

2013) Mondal (2013) argues that the largest adaptation to the relationship must come 

from Indpro since they are the vendor but the customers also need to contribute actively 

for the relationship to bloom. Developing IT systems is a creative process and 

communication between the different parties is therefore needed. (Andersson, 2013) 

According to Dhupia (2013) all the employees have direct contact with the customers in 

Sweden but what kind of questions that are discussed and by whom depends on the 

project. Some topics are only discussed by the project leaders and the resulting 

information is distributed later.  

 

“If there is a question you can always ping your contact in Sweden, 

 the same applies to them”. - Rishi Dhupia, Developer 

When a project starts, the different parties are new and there is low knowledge about 

other persons in the team. Andersson (2013) argues that the Swedish project managers’ 

role as a middle manager is important in the beginning of a relationship since they can 

lower the cultural barrier and help coach the Indian members of the team. (Andersson, 

2013)  

 

During the initial phase of a project, flow charts describing how the system should work 

as well as the design and integration of the system will be produced. If a logical 

problem is encountered, employees are encouraged to use the internet as a start when 

searching for solutions. When it comes to technical questions, colleges are consulted 

and if the enquiry is of a business nature, the project manager and customer will be 

involved. To whom questions are directed depends on the involvement of the customer. 

Some customers want Indpro to solve everything. (Melchander, 2013; Lundqvist, 2013; 

Shetty, 2013) Lundqvist (2013) argues that having a project manager who knows the 

terminology is a must. If that person also has competence in the technology used, it is 

an extra asset in all the phases of a project. The project manager should help the team to 

develop requirements, design and so on by understanding the customers’ vision and 

help educate employees in the team. (Lundqvist, 2013)  

 

Also, Dhupia (2013) and Mali (2013) highlight the importance of the project managers 

in the relationship with the customers and consider it a good decision to have them 

located in Bangalore. The project managers working at Indpro have technical 

backgrounds, which benefits the learning curve of the developers. Their Swedish 
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background makes it easier to understand the customers. At the same time they 

understand the feasibility of a project and can explain this to the customers. (Dhupia, 

2013; Mali, 2013) Mondal (2013) states that in more complex relationships where the 

existing communication is not sufficient, Swedish project managers are needed as 

intercessor.  Mondal (2013) also highlights that product managers involves high cost 

and might not be necessary in all types of projects.  (Mondal, 2013) When time elapses 

in a relationship, a maturity will naturally grow. When the teams get to know each 

other, the trend is that communication improves and there is less need for a Swedish 

middle manager. (Bergström, 2013a)  

 

When sharing information, technical information is of secondary importance to 

knowledge transfer from the customer to Indpro about their system, such as information 

about how it was built as well as users’ needs. (Bergström, 2013a; Melchander, 2013) 

Furthermore, Bergstrom (2013a) expresses the importance to build trust in the 

relationship early to create an environment where question can be asked without 

hesitation (Bergström, 2013a). Education and training are held by project managers 

within Indpro’s working areas to ensure seamless knowledge integration. For areas 

where competence is missing within Indpro, external instructors have been consulted. 

(Melchander, 2013) Project leaders express that the knowledge level and access to 

education is considered to be good within Indpro. (Mali, 2013) 

 

When employees are not assigned to a project they are given practical training by 

working on projects that use newer technologies, hence developing their theoretical 

knowledge. (Bergström, 2013) Melchander (2013) says that the focus on professional 

development is found within Indpro but could be increased with more internal education 

and performance appraisals. One goal is to have the project leader taking leadership 

certificates, although costs are an important consideration. Indpro participates actively 

in conferences to keep employees up to date on industry trends. (Melchander, 2013) 

 

Melchander (2013) also expresses difficulties in employing suitable talent with the right 

skills and attitude. Many Indians have chosen to work in IT due to its stability, rather 

than their own significant interest. Competiveness from larger companies that can offer 

higher salaries is one challenge but Indpro offers other competitive benefits like 

working with niche customers and self-development. This might attract people with the 

right mind-set. (Melchander, 2013) 

4.5.3 Communication 

Having face-to-face meetings where the customer or the vendor travels to the other’s 

location helps improve communication, according to Lipper (2013). He also argues that 

it increases the willingness to be reasonable in discussions and decision making since it 

is harder to be unfair to someone you have met and started to build a relationship with. 

Most of the communication with the customers is done through e-mail, chat and Skype 

meetings without video. Building a personal relationship over Skype with a bad 
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connection is sometimes a problem (Lippert, 2013). It can be efficient to use Skype but 

it is difficult to build deeper relationships and there are risks of misunderstanding. Face 

to face meetings when the customer or the vendor travels to the other party, but smaller 

projects typically do not have sufficient resources for this. (Lippert, 2013) Lundqvist, a 

project manager, argues on the other hand that experiences show that distance between 

the customer and vendor is not really important and that it does not matter where the 

teams are located. What matters is if there is a good leader in the team. (Lundqvist, 

2013)  

Scrum is the working method used at Indpro and a typical Scrum meeting with the 

customer is conducted with the whole team gathered; the project manager or leader will 

lead the discussion. The project leader will share his screen so the customer will have 

the same view as the team, which makes the discussion easier to follow. Control of the 

screen can also be given to the customer to share thoughts or questions.  The team 

members will be quiet unless they are asked to present a specific topic or asked a 

question directly. The other teammates might hold private discussions, and if something 

is found important a note will be written and sent to the project leader who will then 

raise the subject. The discussion is mainly held in English so everybody can participate. 

If needed, Swedish will be used in shorter sessions.  

A typical agenda includes a status report of the project and a demo, which can be shown 

through the shared screens. Problems encountered in the sprint or questions regarding 

requirements in the next sprint are raised, as are ambiguities from the customer’s point 

of view. Scrum-Vice is a Scrum tool that will guide the team through the meeting. The 

program requirements that are finished will be signed off, and any requirements that 

need more work will be assigned to a team member. This check list makes it easier to 

see where problems are and it will be easier to bring up any problems for discussion. 

The customers have access to the backlog in Scrum-Vice where they can change and 

reprioritise the requirements; customers are not allowed to make changes within the 

sprints. (Kumar, 2013; Lundqvist, 2013; Vilasiny, 2013) Communication outside Scrum 

meetings happens primarily through e-mails. In one of the projects where e-mail was 

used as the forum for messages the project leader saw a trend where additional 

requirements were requested. This created an information overflow that was difficult to 

handle. The project leader highlighted the problems and suggested a program designed 

to handle requirements, which was implemented and made the communication and the 

relationship better. (Mondal, 2013) 

When a stable relationship is established with a customer and the project is going well 

with deliveries of code that the customer is satisfied with, Mondal (2013) states that 

time difference is seldom a problem. Since the customer can trust Indpro in doing their 

work and vice versa, schedules, meeting hours and time for vacation can be decided to 

suit the needs of both sides. On the other hand, if the deliveries are not of a satisfactory 

grade for the customer, conflicts might occur that require people to work inconvenient 

hours. (Mondal, 2013) Indpro offers their employees to work with a flexible time 
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schedule which help the employees to plan their own time to meet the customer’s needs. 

(Bergström, 2013) Usually when it is required to work late hours, this is planned 

beforehand and therefore less disturbing. (Dhupia, 2013) 

4.6 Culture 

Bergström (2013) states that Indpro works with a Swedish organisational culture that is 

influenced by Indian customs and that they differ from other Indian companies by 

arranging personnel parties and activities, striving for a culture where information is 

shared and the philosophy is that it should be fun to be at the office.  

The organisational structure is inspired by the Swedish corporate norm, and flatter than 

most other Indian companies. The hierarchy consists of top management, project 

managers, project leaders and developers, where communication between all 

employees, independent of the hierarchy, is encouraged. (Bergström, 2013) Lippert 

(2013) adds that Swedish companies do not want to change their way of work and that 

they expect their partners to adapt. The customers are the one who pay, and it is hard to 

put too much pressure on them. The customers usually want someone they can trust to 

handle requirements so they do not need to spend much time on the project. In Indpro’s 

case, the responsibility is largely placed on the project manager. Having a Swedish 

project manager helps customers to feel safer with the choice of an Indian partner which 

many people are sceptical about, to according to Andersson (2013). Lippert (2013) 

continues that the Swedish management at Indpro creates a nice working environment 

that helps implement a working method like the one in Swedish companies and 

therefore it is easier to get to know one another.  

Retaining personnel is important. When hiring, Indpro carefully searches for the right 

kind of people that will fit into the organisation and hopefully stay employed for a long 

time. Lippert (2013) discusses challenges that arise. For instance, when people are 

afraid to lose their jobs at the end of projects, it is common that they stall and delay the 

project to retain their job for a little longer. Another common problem is to find people 

that will not quit their job on short notice without warning. (Lippert, 2013; Lundqvist, 

2013). Bergström (2013) describes a typical employee at Indpro as a person that has 

earlier work experience from an Indian company that works with international 

customers. Indpro searches for people who think that their work is fun and therefore 

want to stay.  Compared to other Indian companies, the staff turnover is low and the 

salaries are competitive. (Bergström, 2013)  

When encountering a potential customer Melchander (2013) states that Indpro evaluates 

risk factors, such as the maturity level of the customer’s organisation, if they have any 

technological knowledge and so on. It is sometimes difficult for them to reject 

customers even if the customer is considered to be inappropriate as a business partner. 

(Melchander, 2013) 
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According to Andersson (2013) the client must understand that it is necessary to bridge 

cultural differences. Requirements and the approach of running a project need to be 

understood. Time and deadlines are important for Swedish people; in India, time is 

more cursory. By only working with customers from one country as Indpro does, 

Swedish customs and traditions can be learnt.  Cultural differences are on a long term 

basis. As such, without addressing the problem and adapting behaviours promptly, a 

deep relationship cannot be built. (Andersson, 2013) Lundqvist (2013) highlights the 

project manager role in customer contact, due to his/her ability to speak the same 

language and share similar cultural values. By this understanding, the project manager 

can help subdivide requirements and help the project leaders to better understand the 

contextual situation. (Lundqvist, 2013) Indpro has specialists in building Indian 

development teams for Swedish customers, which gives Indpro an understanding of 

both cultures. Differences in cultures and in the way people think may, without this 

understanding, lead to problems. (Bergström, 2013) According to Dhupia (2013) this 

has led to an understanding that Swedish and Indian cultures differ and therefore the 

cultural parts can usually be bridged and are seldom a problem. (Dhupia, 2013) 

Lundqvist (2013) agrees partly but continues that interpretations of a projects 

requirement are not always obvious due to cultural differences. Customers typically fail 

to give the vendor all the details, and therefore the contextual understanding of a 

specification is as important as the opportunity of asking questions. To avoid 

misunderstandings the project manager tries to understand how well the requirements 

are understood by the team members. This is done by asking exploratory questions 

rather than questions where the answer would be yes or no, since it is part of Indian 

culture not to say no. (Lundqvist, 2013) On the other hand, Swedish culture largely 

allows people to ask questions when something is not clear, and to say no. Awareness of 

differences gives guidance of how to tackle the problem. (Melchander, 2013) In 

Sweden, people are extremely self-directed; Indians on the other hand are used to doing 

what their bosses tell them to do without asking questions. In India, questions are not 

usually asked since that would make the person explaining “lose face”. (Lippert, 2013; 

Lundqvist, 2013)  

Swedish culture is perceived to be transparent where information is shared without any 

problems. Swedes usually keep the team updated about their business even if they do 

not have to, which helps further understanding. (Mali, 2013) To have a technical 

knowledge both at the customer’s and Indpro’s side creates a richer flow in 

communication. This common factor can overshadow cultural difference, which then 

becomes less important. (Mali, 2013; Mondal, 2013) Swedish customers are usually 

easy to handle since they are polite and direct in their communication. Sometimes they 

have a problem in controlling their temper and they are not always clear when they give 

feedback, which also makes it hard to work. (Dhupia, 2013; Shetty, 2013)  

According to Andersson (2013) a low language barrier between the customer and 

vendor will help cross cultural differences. (Andersson, 2013) The Swedes’ level of 

English is sometimes low, which makes it hard to understand them and the Indian 
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dialect can be hard to interpret especially when not communicating face to face. 

Benefits are reaped when there is direct communication in Swedish, due to a lower risk 

of misunderstanding. (Dhupia, 2013; Melchander, 2013)  
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5 Analysis & Conclusions 

The material from the case study has been analysed through the lens of the theoretical 

framework created by Balaji & Ahuja (2005), called the offshore project success model. 

This has been done in order to answer the research questions. 

5.1 Boundaries  

Boundaries hinders communication between team-members and teams. Balaji & Ahuja 

(2005) describe Geographical, Temporal, Organisational and Socio-cultural as four 

types of boundaries playing a significant role in the context of offshoring.  

 

Geographical boundaries influence projects and the ability to communicate due to 

geographical distance according to Balaji & Ahuja, (2005). In some situations this 

boundary is seen as a problem but this is not a major issue at Indpro. Face-to-face 

meetings are seen as something positive that will help to build relationships but not a 

necessity. Insufficient resources in smaller projects are one of the reasons why this do 

not occur so often. Espinosa, Cummings, Wilson, & Pearce, (2003) highlights the risk 

of loss of contextual knowledge that might lead to misunderstandings and delays in 

communications. A good team leader seems to prevent this from happening by finding 

and prioritise ways of building trust when distances becomes a problem.  

 

Espinosa, Cummings, Wilson, & Pearce, (2003) states that when time-zone differences 

separates the team, temporal boundaries might occur. Temporal differences are not seen 

as a major problem since a flexible schedule and clear communication with the 

customers helps the planning of timetables to suit everyone’s needs and lower the affect 

this boundary has on team members’ lifestyle. If inconvenient working hours are 

required to salvage a problematic project, temporal boundaries might become an issue. 

At the same, employees understand the situation and will be more motivated to give an 

extra effort if that will solve the situation.  

 

Obstacles due to different organisational cultures may present an issue which are stated 

by Espinosa, Cummings, Wilson, & Pearce, (2003). Altough this are not seen as a major 

problem at Indpro. Indpro has a Swedish organisational culture influenced by Indian 

traits and customs, which differs from other companies in India that usually are more 

heretical. Indpro’s organisational culture has adopted traits found in many Swedish 

companies’ organisational culture helping the vendor and customer to feel united. This 

possibly even makes the relationship become stronger more quickly since the different 

parties share similar values and will lower organisational boundaries. Preferably, Indpro 

should only work with mature companies that know themselves and therefore can 

collaborate more easily with another company culture. For a vendor this is not always a 

choice. By creating an understanding different kinds of organisational cultures and how 

evolved they are, Indpro can be better prepared to handle customers with both high and 

low maturity.  Having a better understanding for low mature customers might give 
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Indpro knowledge to help them in turn to become better clients. This by stating what is 

required and to give them more support in the initial phases of a project.  

 

When the view regarding work culture, deadlines, general behaviour and appropriate 

power relations are not shared between the vendor and a client, socio-cultural 

boundaries occurs according to Walsham, (2001) and Balaji & Ahuja, 2005. The high 

awareness of cultural differences makes socio-cultural boundaries less of a problem. 

This is because there is a larger understanding for differences since the employees are 

aware of this together with a curiosity of what is new. When customers understand and 

try to adapt to the Indian culture, the collaboration will be easier. Storti, (2007) states 

that language barriers might be caused when level of accents and fluency varies due to 

the use of a non-native language. Using a project leader as a middleman will lower 

language barriers since s/he can act as an interpreter. Employees at Indpro describes that 

Swedes’ level of English sometimes is low and therefore hard to understand and the 

Indian dialect as vigorous which makes the English language hard to interpret, 

especially when communication are not performed face to face. Crossing language 

barriers will help create a larger understanding for the situation. If the project owners 

are incompetent and makes it hard for the team to work, the project manager has an 

important role to support the project owners in their role and help them understand what 

they actually want. Technical knowledge, both within the customer’s organisation as 

well as within the project management team, increases the chance of success since it can 

be seen as something the two parties share. Having a project manager at Indpro with 

technical knowledge also increases risk control, since technical deviations can be found 

earlier and lower the risk of something going wrong.  

 

The four boundaries discussed can hinder communication between teams and need to be 

crossed according to Balaji & Ahuja (2005) to accomplish a succesful result. Indpro has 

come quite a long way regarding the potential boundaries; the first two boundaries, 

geographical and temporal, are not a major concern. Organisational and socio-cultural 

boundaries are larger issues but Indpro is aware of them which makes it easier for 

Indpro to tackle and cross them. Understanding differences and that diffrences occures 

within organisational and sociocial culters creates an environment that are accepting to 

what are not seen as normal. At Indpro there is a willningness to learn about Swedish 

culture, and to create the same understanding of Indian culture within the customer’s 

organisation. This lowers the communication barriers even more and contributes greatly 

to project success.  

5.2 Procedures to overcome boundaries  

A portfolio of controls is used to manage the way an individual acts. According to 

Choudhry & Sabherwal (2003) a portfolio is usually more efficient to achieve the goal 

set than when controls are used in isolation in the context of offshoring. Controls are 

categorised in to formal and informal where the first are strategies applied to evaluate 

performans and the second is found in social and people strategies.  
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A number of controls can be found at Indpro, which helps to mitigate the negative 

effects of boundaries that are present. Behaviour control, discribed by Choudhry & 

Sabherwal, (2003) and Kirsch, (1997) as when specific regulations are implementet that 

affect processes rekated to achivements of a goal, can be found at Indpro through 

Scrum. The agile method Scrum is the base method used at Indpro. Scrum encourage 

communication internal and external  through active participations in sprints and scrum 

meetings. Choudhry & Sabherwal, (2003) and Kirsch, (1997) states that behaviour 

control is most effective when the manager can observe and knows the behaviour of the 

employees. Scrum meetings with a tight frequency will create an environment where the 

team leader and/or project manager at Indpro will work close with the employees. 

Scrum is an important tool at Indpro and could be considered a formal control to help 

cross the boundaries. The structure inherent in Scrum helps the teams to plan their time 

and to overcome temporal boundaries. It also encourages communication which helps to 

overcome geographical, organisational and socio-cultural boundaries.  

 

Indpro has several formal and informal controls at its disposal. The project leader’s role 

will give the project manager more freedom to focus on the relationship with the 

customer and hence increase knowledge integration. Indpro is working with something 

they call the zero-tolerance program which builds trust through professionalism. Stricter 

control is ensured during the first two months of a new project through the zero 

tolerance program; to reach a satisfactory result, extra effort will be but into the project. 

By preforming well from the beginning trust will earlier be established wish improve 

relations since customers’ confidence typically is low in initial phases of a project. 

Customers become more involved when expectations are clearly stated. The 

transparency of salaries is also a strategy to build trust with the customer, and gives an 

insight into the earnings of employees. The zero-tolerance program is considered an 

outcome control described as a formal control that rewards the result by Choudhry & 

Sabherwal, (2003) and Kirsch. The project card is used as a tool by Indpro to measure 

the outcome of a project. The project card contains four metrics: economy, delivery 

wellness, customer and employee. Example of issues mentioned when the customer is 

less satisfied are low quality, high cost and extension of the schedule. Indpro states that 

satisfaction of the customer is easier to achieve if the customer has clear intention of the 

project and clearly can states the requirements. Measuring the outcome of a project 

encourages employees to strive for promotions by doing a good job even though the 

salary does not seem to be the main reason as to why people stay at Indpro. An 

incentive program might be interesting to add as an outcome control but it needs to be 

aligned with the values of the company and appropriate for the culture at Indpro by 

encouraging both independence and teamwork. It is also interesting to evaluate the more 

transparent method of payment, where customers see salaries of the staff they hire, that 

are on trial. Many employees consider Indpro as a second family, showing how 

common values, ideologies and philosophies have created commitment to the 

organisation. Hence, clan control categorised as an informal control are described as 

common values, ideologies and philosophies among employees to create groups 



35 

 

committed to both their organisation and teams by Choudhry & Sabherwal, (2003) and 

Kirsch can be considered strong.  

 

Informal controls seem to be especially important to cross organisational and cultural 

boundaries since the values at Indpro are similar to values found in Swedish 

organisations. The social environment at Indpro encourages people to learn from each 

other and allows interaction with anyone independently of hierarchal position, which 

leads to knowledge integration. Indpro has a vision to employ people that fit the 

organisation and hopefully stay employed for a long period of time. Problems that 

Indpro have encountered are people who stall and delay the project to retain their job for 

a bit longer and people that quit with on short notice. Carefully choosing whom to hire 

and having an environment where people want to take responsibility fosters self-control 

according to Choudhry & Sabherwal, (2003) and Kirsch which is needed for the diverse 

work done at Indpro. Finding people suited for working at Indpro seems to be a 

challenge due to exaggerations in the process and due to competitions between 

candidates. Improving the recruitment process by analysing the process relative to the 

outcome of the hire might help. 

 

Both formal and informal controls contribute to facilitate order and discipline within 

teams at Indpro and helps mitigate the negative effects of boundaries.  

5.3 Team structure and use of technology  

Hierarchy and cohesion are the two dimensions of structure in teams that are mentioned 

as most important in virtual teams by Maznevski & Chudoba (2000). Both of these 

dimensions are evolved at Indpro. The hierarchy within Indpro is considered to be flat. 

This helps the employees to be more comfortable when acting within a team, since a 

team structure according to Brett, Behfa, & Kern (2006) is usually flat in nature. Since 

the Indian society and culture is more hierarchical than the Swedish one, the experience 

the employees have of Indpro’s flat structure will be beneficial. A flat organisation 

increases the information flow within the organisation since you can speak directly to 

the person most suitable to give input to the task independent of position. Within the 

teams, a clear structure facilitates the understanding of different responsibilities and 

mitigates the risk of ambiguity and conflicts. This is mentioned by Brett, Behfa, & Kern 

(2006) as risks when the definition of roles are not clear. The cohesion, presented by 

Maznevski & Chudoba, (2000), as the extent of which team members enjoy working 

together and want to continue to do so, within Indpro seems to be strong. The flat 

organisational structure fosters a culture that is governed by some formal rules like the 

Scrum method but still seems to be flexible due to a high degree of autonomy. 

According to Lee & Choi, (2003) this would be classified as weak ties that might 

accommodate new ways of doing things and encourage communication and interaction 

necessary to create knowledge.  
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Different kinds of technology are used for communication at Indpro and will, according 

to Balaji & Ahuja (2005), have a positive effect on both knowledge integration and 

team structure. The media that are mostly used are considered to have a lower richness, 

since it does not allow the participants to read gestures that would leave clues for the 

recipient to interpret. E-mail, chat, skype meetings, sometimes with screen sharing, and 

phone calls are the mediums used for most of the communication at Indpro. Face-to-

face meetings with the customer help to overcome this and ease communication but are 

not always possible. Dennis & Kinney (1998) suggests that the use of less rich media 

involves a risk of lower knowledge integration. By using  a richer media, for example  

video conferences, Indpro can mitigate that risk. Depending on how well a project goes, 

emphasis could be put on the medium of communication. If a project is problematic, 

extra resources like video conferences or if necessary, face-to-face meetings might 

reverse a negative trend. This has been shown succesfully when a program designed to 

handle requirements that allowed tracking was used instead of e-mails.  

5.4 Offshore Project Success 

To fuse knowledge absorbed from external sources is defined as knowledge integration 

by Tiwana, Bharadwaj, & Sambamurthy, (2003) and Walz, Elam, & Curtis, (1993). 

Knowledge integration are divided into two parts, external and internal which are 

explained by Dyer & Singh, (1998) and Balaji & Ahuja, (2005). The first referes to 

knowledge shared between the customers’ and vendors’ team. The second describes 

interaction of members within teams and to the extent of development team is built on 

the knowledge shared by the stakeholders. A low barrier of communication between the 

customers and vendor is apparent as questions are freely asked both within Indpro and 

to customers. A flat hierarchy contributes to the feeling that you can speak directly to 

anyone. Information is spread at Indpro through documentation and a wiki. However, 

low awareness of this creates an inconsistent knowledge transfer, hence this is a 

possible area of improvement. The media used are mostly considered to have a low 

richness, increasing the richness might help spread information.   

 

The role of the Swedish project manager has been shown to have a positive impact on 

both internal and external knowledge integration. Cultural understanding and language 

skills gives project managers’ advantage when speaking to the customer which will help 

build trust in the relationship. This strength helps overcome geographical organisational 

and socio-cultural barriers. The project manager who can more easily understand the 

contextual situation can transfer this knowledge to the team located at Indpro. 

Internally, the project manager can contribute to knowledge integration by giving advice 

in solving problems and writing code to improve quality. The fact that Indpro mostly 

works with Swedish customers helps increase cultural transfer which might help 

overcome organisational and sociocultural boundaries and ease knowledge integration 

since there will be a larger understanding between the parties.  
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Indpro has created an inspiring environment to work within with education, fairs and so 

on. Strong cohesion that is guarded by some formal rules like Scrum but mostly flexible 

due to a high degree of autonomy will also help fostering an inspiring environment with 

exchanges of ideas. The clan control is also strong since some interviewees considered 

Indpro as their second family which helps increase knowledge integration.  By 

continuing to build this, Indpro can keep being attractive to the Indian work force and 

create an even more communicative and conducive environment.  

 

Internal and external knowledge integration, that seems to be strong at Indpro, will have 

a significant impact on the success rate according to Balaji & Ahujua (2005). 

Offshoring project widely differs in its nature and offshoring project success can 

therefore both be seen as a subjective measures as satisfaction with the partner and 

objective measures like cost reduction and quality improvement states Balaji & Ahujua 

(2005).When overall success is measured at Indpro, a project card are used containing 

four metrics considered both subjective and objective: economy, delivery wellness, 

customer and employee. Indpro’s customers are divided into two groups when overall 

success rates are discussed. Customers with a low maturity have a 50 percent success 

rate. More mature customers have a higher success rate of 75 to 80 percent. Maturity of 

the customers has great impact on the success rate of the project. Companies categorised 

as mature have a significantly higher success rate than less mature customers. A mature 

customer has knowledge of its own business hence organisational boundaries are easier 

to overcome. This also makes it easier for them to communicate their goal and 

requirements to Indpro so they can reach it together. Relationships with less mature 

customers need more attention to be successful and a different approach may be 

necessary when working with them to increase knowledge integration and hence 

success. Cross-cultural understanding between Swedish and Indian parties over time, 

facilitated by the project managers, crosses organisational and socio-cultural boundaries 

and makes communication and collaboration easier, paving the way for project success.  
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5.5 Figurative summary 

Figure 7 below shows a figuratively summary of the analysis. 

 

 

Figure 7: The analysis presented figuratively  

 

 

 

 

Portfolio of Controls 
Formal 
Behaviour control  
• Through routines like meetings and 

milestones Scrum helps to overcome 
geographical, organisational and socio-
cultural boundaries.  

• The structure inherent in Scrum helps the 
teams to plan their time to overcome 
temporal boundaries 

Outcome control  
• Zero tolerance program 

• Project card to measure the outcome of a 
project 

• Implementing an incentive program might 
increase formal control 

Informal 
• Informal control are important to cross 

organisational and cultural boundaries 
since the values at Indpro are similar to 
values found in Swedish organisations.  

Clan control  
• Indpro is described as a second family 

internally 

• Good team leaders built trust which 
crosses geographical boundaries 

Self-control  
• Employees want to take responsibility  
 

OFFSHORE PROJECT SUCCESS 

More mature customers 
has a 75-80% successes rate 

Less mature customers  
has a 50% successes rate 

 

Knowledge Integration 

Internal 
External 

 

Boundaries 
Geographical 
• Geographical boundaries are not a major 

concern 
• Face to face meetings are positive but not 

considered a necessity 
• Team leaders build trust 
Temporal 
• Temporal boundaries are not a major 

concern 
• Flexible schedules 
• Good communication about planning 

inconvenient working hours 
Organisational 
• Organisational boundaries are considered 

a larger issues  but awareness restricts 
consequences  

• Share similar values with customers 
• Indpro has adopted traits from Swedish 

companies’ organisational culture 
• Maturity of the customers influence this 

boundary 
Socio-Cultural 
• Socio-cultural boundaries are considered a 

larger issues  but awareness restricts 
consequences  

• Willingness to learn about Swedish culture 
• High awareness of cultural differences  
• Middleman act as an interpreter 
• Common areas like technical knowledge 

helps bridging the gap 
  
  
 

 

 

Extent of Technology Use 
• Majority of media used have a lower richness, 

not considered a problem 
• Face-to-face meeting occurs 
• For problematic cases video conferences can 

increase knowledge integration  
 

Team Structure 
Hierarchy 
• Flat hierarchy at Indpro which is a good 

experience since Swedish teams usually 
have a flat structure 

• Teammembers speaks directly to anyone 
Cohesion 
• Some formal rules like the Scrum method  
• Also flexible due to a high degree of 

autonomy 
• Summarised to weak ties that foster an 

environment with better exchange of ideas 
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5.6 Conclusions 

The aim of this thesis was to bring a greater understanding of the following research 

questions. 

 

 What are the factors, seen from the vendor’s perspective that would be 

considered as most important for a successful offshoring project?   

 How does these factors affect the relationship between the vendor and the 

customers?  

Indpro has found a successful way to deliver offshore projects to a relatively high 

success rate. Through understanding different cultural values Indpro has created a stable 

foundation when working with Swedish customers as well as Indian employees. To 

improve the success rate some factors of how to improve relations have been 

highlighted in this thesis.  

 

The customer’s view of the relationship seems to be of great importance for the success 

of a project. If the customers do not seem to be willing to be a partner in the 

relationship, the projects are more likely to fail. Clear expectations and customer 

involvement lead to an accurate picture of project goals and deliverables for the vendor. 

Increasing the richness of communication and customer involvement might lead to a 

better relationship and an even better understanding of the other party. Stating this clear 

in the beginning of a business relationship might help the outcome of a project.  

 

Project managers play an important role in lessening the gap between the customers and 

the vendor. As a middleman or interpreter, the project manager increases knowledge 

integration both externally and internally, and contributes toward the success of the 

project. Having a Swedish middle manager are more costly than having an Indian 

project leader. By using a project manager in the beginning of a relationship or when a 

project is problematic it can help building trust between the customer and the vendor. 

When trust is gained the project manager could gradually hand over responsibilities to 

the project leader.  

 

Indpro is a company formed by Swedish values and organisational culture with 

influences of Indian customs and traditions. Cultural differences seem surprisingly not 

to be a major issue since awareness of this mitigates the risk of it becoming a problem. 

Customers’ understanding of Indian traditions might ease communication and 

knowledge integration even more and hence create greater offshore project success.     

 

In conclusion, there is no doubt that cross-cultural understanding and clear expectations 

form the foundation of a trusting relationship which builds project success. 
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Appendix 

Interview Questions 

The questions have been asked in a semi-structured way, but the base for each interview 

is found within the questions bellow.  

 

 Can you describe your role within your company? 

 What problems do you usually encounter in a relationship and what strategies do 

you have to handle them? 

 What characteristics do you wish your customer to have? 

 How do you work to build a relationship? 

 How is the organisational structure at the company?  

 Do you have offshoring managers from your customers? 

 What challenges within offshoring do you meet today? 

 What would you say is the most important success factors within an offshoring 

relationship? 

 Communication;  

How do you handle your communication formal/informal? 

 Trust;  

Are there a mutual trust with you and your partner? 

 Culture;  

How much do culture differences affect the efficiency of the work? 

 Knowledge transfer 

Do you usually get the information you need from your customers? 

Can you ventilate problems with them?  
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Interviewees 

20 interviews have been conducted during this thesis, all the interviewees are presented 

below in Table 1, together with their role, employer, date of the interview, type of 

interview and the duration.  

 

Table 1: Presentation of the interviewees 

 Name References Role  Org. Date Type Time 

1 Siddique,  

Pavel 

(Siddique, 

2013) 

CEO Indpro 09.10.201

3 

Face-

to-face 

40min 

2 Thomasdotter, 

Kathrine 

(Thomasdotter

, 2013) 

Sales Indpro 10.10.201

3 

Chat 

 

20min 

3 Bergström, 

 Tom 

(Bergström, 

2013) 

COO Indpro 17.10.201

3 

Video 

call  

1h 

4 Mondal,  

Amith 

(Mondal, 

2013) 

PL Indpro 22.10.201

3 

Face-

to-face 

40min 

5 Lundqvist,  

Bobby 

(Lundqvist, 

2013) 

Project 

Manager 

Indpro 22.10.201

3 

Face-

to-face 

1h 

30min 

6 Bergström,  

Tom 

(Bergström, 

2013a) 

COO Indpro 28.10.201

3 

Mail   

7 Melchander, 

Henrik 

(Melchander, 

2013) 

Technical 

Director 

Indpro 30.10.201

3 

Face-

to-face 

1h 

8 Carlsson,  

Beatrice 

(Carlsson, 

2013) 

Technical 

Director 

Volvo 31.10.201

3 

Face-

to-face 

1h 

9 Aundhe , Das 

Madhuchhanda  

(Aundhe, 

PhD, 2013) 

Researcher, 

Professor 

InfoSys 16.11.201

3 

Face-

to-face 

1h 

1

0 
Victoria 

Vilasiny 

(Vilasiny, 

2013) 

Senior 

Software 

Engineer 

Indpro 20.11.201

3 

Face-

to-face 

1h 

1

1 
Suresh Kumar (Kumar, 2013) Project 

Leader 

Indpro 20.11.201

3 

Face-

to-face 

1h 

1

2 
Ballin, 

Finn 

(Ballin, 2013) Senior 

Offshore 

Manager 

KMD 28.11.201

3 

Face-

to-face 

1h 

1

3 
Lippert,  

Marcus 

(Lippert, 

2013) 

VD Indpro 28.11.201

3 

Face-

to-face 

1h 

1

4 
Shetty,  

Gopala 

(Shetty, 2013) Software 

Engineer 

Indpro 01.12.201

3 

Face-

to-face 

40min 

1

5 
Dhupia, 

 Rishi 

(Dhupia, 

2013) 

Software 

Engineer 

Indpro 01.12.201

3 

Face-

to-face 

30min 

1

6 
Gopalakrishna

n, S. 

(Gopalakrishn

an, 2013) 

Chief 

Operating 

Officer 

Atna 02.12.201

3 

Face-

to-face 

1h 

1

7 
Mali,  

Nitin 

(Mali, 2013) Project 

Leader 

Indpro 06.12.201

3 

Face-

to-face 

30min 

1

8 
Andersson, 

Johan 

(Andersson, 

2013) 

Vice 

President 

Centigo 

India 

06.12.201

3 

Face-

to-face 

1h 



iii 

 

1

9 
Kudukuli, 

Rohith  

(Kudukuli, 

2013) 

Program 

Manager 

Locus it 

services 

06.12.201

3 

Face-

to-face 

40min 

2

0 
Callin,  

Roger 

(Callin, 2013) IS and IT 

Manager 

Scania 

CV 

India 

09.12.201

3 

Face-

to-face 

40min 

2

1 
Anonymous (Anonymous, 

2013) 

Program 

Manager 

Tech 

Mahindr

a 

09.12.201

3 

Face-

to-face 

1h 

2

2 
Dubey,  

Soma 

(Dubey, 2013) Manager, 

PSC dep. 

Volvo 12.12.201

3 

Face-

to-face 

40min 

  



iv 

 

Survey 



v 

 



vi 

 

 



vii 

 



viii 

 



ix 

 



x 

 



xi 

 

 
 

 


