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Abstract 

 

Currently, client and supplier firms are struggling with how they can make their 

information systems (IS) outsourcing engagements more valuable. This research 

points to the importance of successful practice and outcome in IS outsourcing 

for achieving engagements of value. To enhance the understanding of IS out-

sourcing over time, a process perspective is applied. This involves viewing IS 

outsourcing as an inter-organisational process where actors work together with 

the objective of achieving a result of value for specific receiver(s) as well as for 

a mutually beneficial outcome. Further, this research is based on the contention 

that IS outsourcing is more likely to be successful if challenges are managed in a 

proactive manner and with a relationship perspective. Thus, understanding 

challenges in IS outsourcing requires a symmetric view on client and supplier. 

 

The thesis is based on two studies presented as three steps of research: deve-

lopment, validation and reconsideration of a conceptual framework. The 

licentiate study centred on the step of development whereas the present doc-

toral study has a focus on the steps of validation and reconsideration. The pur-

pose of this study includes investigating how the management of successful 

practice and outcome in IS outsourcing can be enabled. To address the pur-

pose, the IS outsourcing process is studied in a ‘Swedish client–Swedish/Czech 

based captive centre supplier’ relationship. This includes that different actor 

perspectives, including strategic, operative, and systems, are considered for a 

better understanding of the practice of IS outsourcing, the challenges, and how 

different actors convey successful IS outsourcing. 

 

The main contributions of the thesis are the proposed framework for relational-

oriented management of IS outsourcing and theoretical propositions. The 

framework provides the structure for understanding what needs to be managed, 

when and how in connection to actors, relationships, and process. The identi-

fied key conditions direct attention to what needs to be managed in a relation-

ship perspective. The theoretical propositions are based on distinctive characte-

ristics of the IS outsourcing process and contribute to the understanding of the 

complexity of IS outsourcing as well as to the number of challenges. In brief, 

these propositions relate to the circumstance that IS outsourcing requires 

management on different levels and with different kinds of results in mind. 
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Design of the doctoral thesis 

 

 

 

The doctoral thesis is designed and performed as two studies – the licentiate 

study and the doctoral study – published in two separate books. The licentiate 

study was defended and published as a licentiate thesis (book 1) in September 

2008. The doctoral study is accounted for in the present book (book 2) and 

comprises the second part of the doctoral thesis. For each of the two studies a 

purpose has been formulated and answered. Both have thus contributed to the 

fulfilment of the purpose of the doctoral thesis.  

 

The design of the doctoral thesis is further described in Section 1.5.  
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1 Information systems outsourcing – Framing the study 

 

 

 

 

 

 

Outsourcing has become an almost routine part of management. The key 

in that sentence is the word ‘almost’. In fact, […], for management and 

operational staff, outsourcing is far from easy. There is no quick fix; not 

in periods of growth nor in periods of economic decline. Outsourcing 

itself is not a panacea, but represents a different way of managing. 

 

Lacity and Willcocks (2012a, p. 6) 

 

 

 

 

The aim of this chapter is to introduce the present study. More precisely the chapter outlines 

the problem area, which is partly epitomised in the quotation above. This study is based on the 

contention that information systems (IS) outsourcing is more likely to be successful if challenges 

are managed in a proactive manner. Previous research also acknowledges the importance of a 

partnership for developing and delivering IS across organisational boundaries. Consequently, 

the contention includes that successful IS outsourcing to a high degree depends on the presence 

of a partnership where actors work in a common practice towards a shared goal. Under-

standing managerial challenges in the process of IS outsourcing therefore requires a symmetric 

view on client and supplier. The purpose of the present study is formulated as follows: to 

validate and reconsider a conceptual framework for enabling the management of IS outsourcing 

in terms of successful practice and outcome. Besides outlining the problem area and presenting 

the purpose, this introductory chapter describes the design of the doctoral thesis, central concepts 

and research scope. The chapter concludes by presenting the outline of the present study. 
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1.1 IS outsourcing in research and practice 

Information systems (IS) outsourcing has grown considerably in the last 

decades and has further grown into a well-debated phenomenon in the IS 

research society (Gonzalez et al., 2013). In short, IS outsourcing7 is here 

described as a joint decision to sign a contract which stipulates that the 

supplier8 should perform IS activities for the client over an agreed time period 

(Kern, 1997; Bergkvist & Fredriksson, 2008). An IS is here explained as a 

computer-based system whose purpose is to capture, prepare, and display 

information for a group of people, working in a certain organisational and 

social context, to support their specific business activities (Andersen, 1994; 

Langefors, 1995). ‘Computer-based’ means that information technology 

(IT)/information communication technology (ICT)9, such as hardware, soft-

ware, computing, networking and communication technology (Yalaho, 2009; 

Beynon-Davies, 2013), constitute part of the IS. IS activities include IS 

development (business and systems analysis, IS design, IS construction, IS 

implementation), IS operation and IS maintenance management (Andersen, 

1994). Research shows that routine IS activities with clearly defined 

requirements and work processes, and that require less face-to-face interaction 

are preferably outsourced (e.g. Sakthivel, 2005; Shao & David, 2007). In 

contrast, IS activities that are less structured, business knowledge-intensive, 

complex, and requires close cooperation are preferably managed in-house or by 

an supplier located geographically close to the client’s location (e.g. Cullen et al., 

2005b; Shao & David, 2007). Consequently, it is assumed that management of 

IS outsourcing partly depends on the IS activity outsourced (Bergkvist, 2007; 

Whitley & Willcocks, 2012).  

 

Based on the use of IS in organisations and their common involvement in 

several business processes, the task of IS outsourcing is difficult (Dibbern et al., 

2004). Nonetheless, IS outsourcing is manifested both in the private and public 

sectors, and banks, manufacturing firms, municipalities, and government 

authorities are examples of organisations that have engaged in IS outsourcing. 

The client’s decision for IS outsourcing could be explained as driven by several 

                                                 
7
 In this research the concept IS outsourcing denotes an umbrella concept, subsuming other IS 

outsourcing concepts (Bergkvist & Fredriksson, 2008). Thus, other IS outsourcing concepts are 
interpreted as special cases of IS outsourcing. Offshoring/global outsourcing, offshore outsourcing, 
offshore insourcing, selective sourcing, and nearshoring are thus examples of special cases of IS 
outsourcing. 
8
 In the licentiate study the term ‘IS supplier’ was used to denote kind of supplier. In this study the 

term ‘supplier’ is used since the context of the study is believed to denote kind of supplier. 
9
 In this study IT and ICT are used as synonyms. 
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rationales. Although the most common rationale for IS outsourcing is cost 

reduction, other rationales include the possibility to focus on core capabilities, 

to gain access to right and competent resources, and to improve business pro-

cess performance (Lacity & Willcocks, 2012a).  

 

As a result of the current globalisation, global cooperation has become com-

mon and in particular in the IS area (Prikladnicki, 2012; Myrén, 2013). In fact, 

software development activities are one of the most common activities out-

sourced for firms in developed countries and in 2012 it was predicted that 

about 270 000 IS jobs in the U.S. and Western Europe would be moved off-

shore, that is, to an supplier located far off in relation to the client’s location 

(Gonzales et al., 2006), in the period 2012-2016 (McDougall, 2012). Innova-

tions in ICT enable global IS development, which is a growing tendency that 

seems to continue to grow in the near future (Prikladnicki, 2012; Gonzalez et 

al., 2013; Malmqvist, 2013).  

 

While issues of ‘why outsource’, ‘what to outsource’ and ‘which decision-

making process to use’ have been thoroughly addressed in previous IS out-

sourcing research (Herz et al., 2013), issues of ‘how to implement the IS 

outsourcing decision’ and ‘the outcome of the IS outsourcing decision’ need 

further investigation (Cong & Chau, 2007; Herz et al., 2013). An increased 

understanding of the constituents of the successful outcome of IS outsourcing 

could further serve as explanation to the relatively many failures in IS outsour-

cing (Dabhilkar et al., 2009). Common reasons for IS outsourcing failure relate 

to the overall strategy, the selection process of outsourcing partner, contract 

negotiation as well as to firms’ inability to improve their IS outsourcing 

relationships (Luftman et al., 2011). Other reason include low quality of 

developed software, which is explained as a result of the supplier’s scarce levels 

of client business domain and technical knowledge (Moe et al., 2013). Further-

more, a lack of commitment among developers, communication problems and 

cultural differences are reasons for failure (Moe et al., 2013).  

 

Experiences of IS outsourcing failures are evident as many companies choose 

to backsource IS activities (Kern & Willcocks, 2001; Murphy, 2012), that is, 

bringing outsourced IS activities back in-house. In their research Lacity and 

Willcocks (2012a) report that out of 27 outsourcing decisions 63% resulted in 

positive outcomes, 22% in negative outcomes, and 15% in no changes in 

performance. A negative outcome was a result of that the outsourcing decision 
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did not result in satisfied client or fulfil expectations on relationship quality, 

business performance as well as cost savings. In spite of these failures some 

firms may feel forced into IS outsourcing due to existing environmental 

circumstances such as internationalisation and market structure. Firms with 

software development as their core business need to develop faster to cope 

with increased global competition and rapid changes in technology (Yalaho & 

Nahar, 2007). IS outsourcing is then a solution to meet the high and shifting 

demands of the market and to be able to compete with other actors. 

 

Another common reason for IS outsourcing failure relates to the client–supplier 

relationship (Luftman et al., 2011). In a global survey clients and suppliers 

mentioned people as the single main reason why problems are encountered 

during IS outsourcing (KPMG, 2007). Only twelve per cent of the included 

client organisations reported problems related to technology. It seems then that 

many of the failures in IS outsourcing are human-oriented and that the IS out-

sourcing relationship is critical for IS outsourcing success (Du & Pan, 2010). 

The IS outsourcing relationship has previously been defined as “an on-going, 

long-term commitment between a client and an IS supplier, building on a con-

tractual agreement, with the aim to establish mutually dependent exchanges of 

IS activities that benefit both the client and the IS supplier” (Bergkvist, 2008, p. 

23). In global IS outsourcing the building and maintenance of IS outsourcing 

relationships are explained as means for achieving desired benefits from IS 

outsourcing (Du & Pan, 2010; Njeru & Sjölund, 2013). Given the importance 

of the IS outsourcing relationship managers spend a lot of time managing this 

relationship (Kern & Willcocks, 2002). Despite these efforts the relationship is 

still problematic as perceived by both clients and suppliers. A survey published 

by Deloitte Consulting shows that 70% of the client organisations included 

perceive their relationships with IS outsourcing suppliers as unsatisfactory 

(Dongo, 2008). Research further indicates the suppliers’ displeasure with their 

IS outsourcing engagements as a result of terminating the IS outsourcing con-

tracts in advance (Heng, 2009). Thus it seems important to study IS out-

sourcing from the perspective of the client–supplier relationship.  

 

1.2 Challenges in IS outsourcing 

Based on the suggestion that further research should be devoted to how IS out-

sourcing can be implemented successfully (Herz et al., 2013), this study mainly 

focuses on outsourcing of IS development (henceforth abbreviated ISD) in the 
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post-contract stage (Kern, 1999; Alborz et al., 2003). ISD includes here 

activities of IS analysis, IS design, IS construction, IS implementation, and 

scopes both development of new IS functionality and improvement of existing 

IS functionality (cf. Grover et al., 1996). Studying outsourcing of ISD in the 

post-contract stage includes, in brief, the transfer of ISD activities from the 

client to the supplier and the subsequent distributed, operational ISD work (cf. 

Lacity & Willcocks, 2000).  

 

Despite the maturation of the IS outsourcing market, manifested in both prac-

tice and research, IS outsourcing is still experienced as challenging (Rajabzadeh 

et al., 2008), as illustrated in the opening quotation. The unique properties of 

IS, such as being complex, sometimes hard to visualise in its entirety, and sub-

ject to continuous change because of changes in IS user environments, make its 

development difficult in general (Willcocks et al., 2011). Commonly the process 

of ISD is project-driven and requires a high degree of interaction (Herz et al., 

2013). The process of ISD is complex due to challenges of collecting, com-

municating, and understanding requirements posed by different stakeholders 

(Ågerfalk & Fitzgerald, 2006; Vlaar et al., 2008). Stakeholders, such as business 

developers, IS developers, clients and IS users, bring different frames of 

references and value systems resulting in different IS requirements (Nellborn, 

1999). In other words stakeholders hold different interests and ideas of reality, 

and this means that the task of interpreting and analysing stakeholder require-

ments is difficult. ISD work requires thus both technical knowledge and busi-

ness domain knowledge (Moe et al., 2013). 

 

One dilemma in ISD thus is to bridge communication and knowledge gaps 

between different stakeholders (Nellborn, 1999). Other challenges, including 

that the ISD process often takes too long and costs too much as well as 

software fails to fulfil requirements when eventually delivered, have in recent 

years been addressed through an increased application of agile methods 

(Holmström Olsson et al., 2006). Principles of the agile approach aim at a faster 

ISD process by addressing individuals and interactions; working software; high 

level of cooperation; as well as increased client and IS user involvement 

(Lindstrom & Jeffries, 2004), rather than time-consuming processes that add 

little value to software production. The complexity of ISD thus has resulted in a 

process characterised by frequent communication among stakeholders 

(Lundeberg et al., 1978; Rosine & Tugrul, 2009) and the importance of writing 

useful documentation (Ågerfalk & Fitzgerald, 2006).  
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The outsourcing of ISD complicates communication due to geographical, and 

sometimes temporal, dispersed actors (Sobol & Apte, 1995). Communication is 

defined as the formal or informal sharing or exchange of information between 

actors (Morgan & Hunt, 1994). When actors are located in different countries, 

far distant from each other, the development of a common understanding is 

challenging (Vlaar et al., 2008; Ó Conchúir et al., 2009). This is commonly a 

consequence of an indirect communication set-up where most of supplier em-

ployees are located abroad leaving just a few at the client’s location (onsite 

team/unit) (Carmel, 1999). Challenges are then related to the establishment of 

common understandings as both onsite and foreign actors have to cope with a 

lack of shared context and information (Carmel & Agarwal, 2002). In other 

words outsourcing of ISD includes the challenge of enabling the foreign 

actors/the receiving unit to understand the client firm’s core business and busi-

ness needs (Rajabzadeh et al., 2008; Lacity & Rottman, 2009), which if not 

managed may counteract the achievement of client business goals in a long-

term perspective. Problems due to communication and coordination com-

plexity can be mitigated by an increased number of co-ordinator roles at both 

sides of the global relationship (Ó Conchúir et al., 2009; Abbott et al., 2013). 

 

High values of cultural distance – the extent to which actors of client and 

supplier organisations differ on one or more cultural dimensions – is found to 

be negatively related to IS outsourcing outcomes (Lacity et al., 2012a). Culture 

is “the collective programming of the mind that distinguishes the members of 

one group or category of people from another” (Hofstede, 2001, p. 9). Usually 

the word culture is reserved for nations but it can be applied to any human 

collective such as an organisation or a profession. Consequently individuals are 

members of many cultures. Culture is manifested in behaviours and attitudes 

and impacts on for example the practice of an organisation, organisational 

values and acceptance of inequalities (Hofstede, 2001). From a practitioner 

point of view, the cultural match between client and supplier is experienced as 

one of the most critical conditions for successful IS outsourcing (Lacity et al., 

2012a). In any case sufficient mutual cultural understanding should be aimed at 

since it provides the basis of trust, knowledge sharing, and collaboration 

(Abbott et al., 2012). To mitigate risks associated with cultural distance, actors 

of client and supplier organisations need, to some extent, understand, accept, 

and adapt to cultural differences (Winkler et al., 2008), a management practice 

referred to as cultural distance management (Lacity & Willcocks, 2012b). 
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Other challenges imposed by the global distance include language, security 

regulations, the necessity of more rigorous requirement specifications, and the 

management of dispersed teams (Holmström Olsson et al., 2006; Ranganathan 

& Balaji, 2007; Lacity et al., 2009; Bergkvist & Johansson, 2011). From the 

client’s perspective, the loss of (important) business process knowledge and 

knowledge about products and services is challenging. Another challenge 

includes loss of control which is manifested in terms of reduced control over IS 

quality and flexibility in terms of changes in requirements need the consent of 

the supplier (Klepper & Jones, 1998). The quotations below illustrate some of 

the challenges practitioners have experienced as a result of engaging in global 

outsourcing of ISD. 

 

For certain functionality we have made a document and sent it off to re-

quest changes and testing to be done…They [offshore] construct or 

change things according to the technical document…but they cannot 

test the global picture, the aim of the business, the impact on upstream 

and downstream, and whether it is fulfilling business requirements or 

not. They cannot assess these things. That is why there are gaps. 

 

Onsite project leader (Vlaar et al., 2008, p. 235) 

 

We were given requirement documents, and we started with those 

documents…. We faced so many things when we started….many un-

expected things. I can understand the requirements, but onsite knows 

more. 

 

Offshore team member (Vlaar et al., 2008, p. 235) 

 

The post-contract stage of ISD outsourcing starts with the transfer of ISD 

activities where the knowledge transfer constitutes the main challenge (Beulen 

et al., 2011). Reason mentioned relates to the outsourced ISD activities, espe-

cially in the case of tailor-built, complex IS solutions. Transferring IS, built on 

specific business processes is challenging as it requires an understanding of 

these processes in a business context (Rajabzadeh et al., 2008). Thus, to reach a 

successful transfer it needs to include activities that enable the receiving actors 

to self-experience the client’s way of working. Moreover, a successful know-

ledge transfer requires employees that are willing to participate in the know-

ledge transfer (Beulen et al., 2011). The transfer of ISD activities aims at the 

establishment of on-going, operational work characterised by distributed ISD 
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work. Distributed ISD is development where teams, located at different geogra-

phical locations, actively work together to achieve common goals (Carmel, 

1999). The challenges of distributed ISD, and globally distributed ISD in parti-

cular, could be explained as related to three dimensions of distance: geogra-

phical, temporal, and cultural distance (Carmel, 1999; Ó Conchúir et al., 2009). 

When team members are dispersed, the reliance on asynchronous communica-

tion channels, such as e-mail, increases and the fact that team members work in 

different time zones further contribute to the general complexity of the ISD 

process (Ågerfalk & Fitzgerald, 2006). Incomplete pictures of the on-going 

work at different locations, different ways of working and incompatible IT 

infrastructures are other challenges in distributed ISD (Willcocks et al., 2011). 

Consequently, actors in distributed ISD face several challenges in developing 

and delivering IS across geographical, temporal and cultural boundaries (Levina 

& Vaast, 2008). From a management perspective it is important to understand 

these challenges to enabling valuable results from distributed ISD. Challenges 

in global, distributed ISD can be managed, and mitigated, through IT/ICT and 

common ISD methodology (Carmel, 1999). 

 

To summarise, the following challenges are found in outsourcing of ISD in ge-

neral, in the transfer of ISD activities, and in distributed ISD work respectively: 

 

 Challenges in outsourcing of ISD in general 

o communication 

o a common understanding among actors 

o enabling the receiving unit to understand the client firm’s core 

business and business needs 

o coordination of work 

o control of work 

o differences in culture, especially power distance 

o language 

o security regulations 

o dispersed actors 

o knowledge loss 

 

 Challenges in the transfer of ISD activities 

o knowledge transfer 

o presence of employees who are willing to participate in sharing 

their knowledge  
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o enabling the receiving actors to self-experience client’s way of 

working 

 

 Challenges in the distributed ISD work 

o compatible IT infrastructure 

o actors’ being located in different time zones 

o incomplete pictures of on-going work 

o different ways of working 

 

1.3 Management of IS outsourcing 

On-going management is claimed to be highly relevant to IS outsourcing suc-

cess (McFarlan & Nolan, 1995; Gottschalk & Solli-Sæther, 2005). While some 

state that there is nothing particularly unique or new about management of 

dispersed teams compared to co-located teams, both practitioners and research-

ers point to the added complexity in the management of dispersed teams 

(Lacity et al., 2010). In particular a new breed of managers is required for the 

management of globally dispersed teams and relationships (Rosine & Tugrul, 

2009), where managers have to operate across cultural boundaries. The added 

complexity can further be described as a result of less face-to-face time 

(Wiesinger & Beimborn, 2013), less in-between jobs talking about business and 

projects (Oshri et al., 2007), and less or no contact with IS users (Abbott et al., 

2013). Managerial challenges are thus, to a high degree, related to coordination 

and control of work and the development of common understanding among 

actors within and across organisations, and at different levels (Vlaar et al., 2008; 

Ó Conchúir et al., 2009). Middle managers, acting as the transmitters between 

the top and the bottom of organisations, have therefore been described as the 

glue holding organisations together (Willcocks & Griffiths, 2010). Thus the 

skills and experience of middle managers are vital condition in IS outsourcing. 

 

The growth in IS outsourcing has thus had major implications for management, 

both strategically (Willcocks & Lacity, 2012) and operatively (Handley & 

Benton Jr, 2013). From a strategic point of view management needs to be 

responsive to changes in the outsourcing market and how these influence their 

outsourcing strategy. Another challenge includes understanding how value can 

be created in outsourcing engagements. A consequence of the growth of the IS 

outsourcing market is that the dependency on external partners has increased 

(Willcocks & Lacity, 2012). Therefore botch client and supplier organisations 
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have begun to rethink and revise their business models to meet growing de-

mands on innovation and value in their outsourcing engagements. On the client 

side this includes aligning different business perspectives, such as IT and busi-

ness strategy, to understand how their outsourcing engagements can result in 

more innovative, valuable, and strategic outcomes. On the supplier side this in-

cludes proactively seeking to extend their offerings to be able to meet demands 

of delivering client value. Realising the strategic intent with IS outsourcing 

seems, however, to be difficult due to the many reported failures in outsourcing 

delivering expected outcomes (Diromualdo & Gurbaxani, 1998; Lacity et al., 

2012a). This suggests that realising the strategic benefits from IS outsourcing 

requires a high degree of managerial attention, for which further research is 

needed (Lacity et al., 2012a). 

 

From an operative point of view management needs to understand the com-

plexity and challenges in managing inter-organisational relationships. In parti-

cular control and coordination have been identified as two major challenges in 

the management of inter-organisational relationships (Handley & Benton Jr, 

2013). Control includes ensuring that members of an organisation act in a 

manner that is consistent with the goals and objectives of the organisation 

(Kirsch, 1997). In inter-organisational relationships control includes making 

sure that the supplier’s behaviour is aligned with client organisation’s interests. 

Coordination includes integrating and linking together client and supplier pro-

cesses, resources, and information to accomplish joint activities (Dibbern et al., 

2008; Handley & Benton Jr, 2013). 

 

The overall complexity of an IS outsourcing engagement is related to the 

content of work or activities outsourced and where the outsourced work is 

performed (Handley & Benton Jr, 2013). Their research shows that the higher 

degree of activity complexity, the more management effort needs to be spent 

on controlling and coordinating client–supplier relationships. Further the 

research by Handley and Benton Jr (2013) shows that far geographical distances 

between client and supplier are associated with increased managerial efforts of 

control and inter-organisational coordination. Managers thus have a pivotal role 

in guiding and growing the relationship across organisational and national 

boundaries (Willcocks & Griffiths, 2010). Managers on both sides of the 

relationship are thus key roles for ensuring that the IS outsourcing relationship 

evolves and is maintained for the purpose of leveraging business needs as well 

as for making sure that work is coordinated (Willcocks & Griffiths, 2010).  
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Researchers have focused on capabilities for managing IS outsourcing 

(Ramasubbu et al., 2005; Ranganathan & Balaji, 2007). Common for these re-

search studies is that they have focused on the impact of client and supplier 

capabilities separately, that is either from a client perspective or a supplier per-

spective. Further, IS outsourcing management models have to a great extent 

focused on actor capabilities required in IS outsourcing and how these capabi-

lities can be assessed over maturity levels. The alleged inadequacy of these con-

tributions is the exclusion of management in relation to the life-cycle of the IS 

outsourcing relationship. Further research on management of IS outsourcing 

relationships is therefore motivated to be able to increase the understanding of 

successful IS outsourcing (King & Torkzadeh, 2008; Gonzales et al., 2010). 

This research therefore aims to contribute knowledge on how management in 

relation to the life-cycle of IS outsourcing relationships can be enabled.  

 

1.3.1 Viewing IS outsourcing as an inter-organisational process 

To address the life-cycle of the IS outsourcing relationship, this study views IS 

outsourcing as a process. Consequently, viewing IS outsourcing as a process 

contributes to the understanding of the IS outsourcing engagement over time. 

Further, it is motivated to study the process of IS outsourcing as the outsour-

cing outcome is mainly determined by how outsourcing is defined and managed 

(Cullen et al., 2005a). In addition, practitioners have asked for more concrete 

and applicable frameworks for the management of their IS outsourcing engage-

ments (Yalaho, 2009). The description of IS outsourcing as a process should 

therefore provide managers with the fundamental elements of the process and 

further indicate how the process can be managed based on these elements over 

time (cf. Davenport, 2005a; Ljungberg & Larsson, 2012). Such a process de-

scription further aims to provide practitioners with a common way of working 

during IS outsourcing (Willcocks & Fitzgerald, 1994). Advantages following a 

common way of working include shared vocabulary and working principles as 

well as facilitating for practitioners in their work with strategies, process 

activities, and performance measures (Österle, 1995; Tolis & Nilsson, 1996). 

Thus, viewing IS outsourcing as a process directs attention to what should be 

done, the fundamental elements, and how, based on these elements, IS outsour-

cing needs to be managed (Cullen et al., 2005a). 

 

A process could be described as a set of structured activities, involving a num-

ber of actors, designed to produce a specific result for a particular receiver, 
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either internal or external (Davenport, 1993; Rentzhog, 1998; Dumas et al., 

2013). The main actors in the present study are made up by the client and the 

supplier as well as the IS users (client’s clients). As a result of studying 

outsourcing of ISD the IS users are of importance because the IS users are 

supposed to be supported by the IS (Avison & Fitzgerald, 2006). As a 

consequence, the IS users constitute one of the main IS requirements specifiers. 

Hence the result of the process should satisfy both the client organisation and 

the IS users. As a result of achieving satisfactory outcomes the client–supplier 

relationship is most likely extended, resulting in a win-win situation (Hodosi et 

al., 2012), that is, what benefits the client also benefits the supplier 

(Gummesson, 2002). 

 

The process of IS outsourcing (henceforward abbreviated ISOP) could be de-

scribed as an inter-organisational process where activities are performed across 

organisational boundaries and where the organisations provide the resources 

that the cooperation requires (Goldkuhl & Röstlinger, 2005). Cooperation 

could be explained as the process of working together on complementary 

activities with the objective of achieving mutual benefits and the best possible 

solution (Anderson & Narus, 1990; Goo & Huang, 2008). The activities could 

thus be described as constituting the connections between client and supplier in 

the ISOP. The driver for IS outsourcing, such as the client’s desire for reducing 

IS costs, could be seen as constituting the intent or goal (Kern & Willcocks, 

2001), or the trigger (Röstlinger & Goldkuhl, 2006; Dumas et al., 2013), of the 

ISOP. In IS outsourcing the client could therefore be described as the actor 

commissioning the performance of the process (cf. Rentzhog, 1998). The 

contractual assignment should however benefit both the supplier and the client. 

In other words, the process should contribute to stipulated business goals of 

both the contractually connected actors (cf. Davenport, 1993). Viewing IS out-

sourcing as an inter-organisational process contributes to the understanding of 

the activities performed within the boundary of client–supplier relationships for 

achieving satisfactory result and outcome (cf. Lee, 2008). In other words 

viewing IS outsourcing as an inter-organisational process contributes to the 

explanation of operational performance in terms of what is done, by whom and 

how for reaching a successful outcome.  

 

Research on IS outsourcing as a process is scarce; however, some researchers 

have contributed to the description and explanation of outsourcing as a process 

(Lacity & Willcocks, 2000; Zeng, 2003; Cullen et al., 2005a; Lee, 2008; Yalaho 
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& Nahar, 2009). While some have focused on IS outsourcing as an inter-

organisational process others have focused on it from the perspective of the 

client or the supplier. Other researchers have used a more simplified version of 

IS outsourcing, describing it as constituted by a set of phases, for reason of ex-

plaining conditions influencing its practice (Rajabzadeh et al., 2008; Kronawitter 

et al., 2013). Further the role of the IS user has gained little attention in 

previous research on the ISOP (Lacity & Rottman, 2009; Bairi & Manohar, 

2011; Ya-Yueh, 2011). Using the terms by Lacity and Willcocks (2000), the 

phases of the ISOP are the scoping phase, evaluation phase, negotiation phase, 

transition phase, middle phase, and mature phase. Each phase is characterised 

by specific activities, actors, and an expected output. The transition phase and 

the middle phase constitute the phases focused on in this study, recognised by 

the transfer of ISD activities from the client to the supplier and the subsequent 

operative, distributed ISD work.  

 

1.3.2 Viewing conditions influencing successful IS outsourcing 

To understand the challenges in the performance of the ISOP this study ex-

tends previous research on conditions influencing successful IS outsourcing. 

Models aimed to support management of IS outsourcing, such as CMMI10 for 

outsourcing, are questioned as IS outsourcing failures are still reported to a high 

degree (Kronawitter et al., 2013; Moe et al., 2013). Research further points out 

that there is no consensus among researchers regarding the conditions for IS 

outsourcing success (Kronawitter et al., 2013). In line with previous research 

(King & Torkzadeh, 2008; Kronawitter et al., 2013), this study claims that in 

order to enable the management of IS outsourcing, the first step must include 

the exploration of conditions influencing IS outsourcing success. Previous re-

search has contributed to this topic as a result of exploring conditions influen-

cing the successful outcome of IS outsourcing (Yalaho, 2009; Kronawitter et al., 

2013). Kronawitter et al. (2013) have contributed to the field of IS outsourcing 

success by studying successful application outsourcing in the banking industry. 

Findings include actors’ abilities, strategies, issues of co-working, and risk and 

relationship management which are related to phases of IS outsourcing 

(Kronawitter et al., 2013). Yalaho (2009) identified conditions that contribute to 

the post-contract stage of globally distributed ISD. The conditions of success 

include agreed-upon IS specifications, effective global coordination and control, 

personal contacts, appropriate ICT tools and their usage, and joint development 

                                                 
10

 The Capability Maturity Model Integration 
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processes (Yalaho, 2009). The approach adopted by Kronawitter et al. (2013), 

relating success conditions to different phases of IS outsourcing, is believed to 

be a fruitful way of extending previous research for the purpose of enabling the 

management of IS outsourcing over time.  

 

1.4 Knowledge gaps and arguments for further research  

The review of IS outsourcing research, summarised in previous sections, out-

lines the problem area, which illustrates that further research is needed in the 

field of IS outsourcing. The knowledge gaps and arguments for further research 

are summarised in Table 1.1. The ambition of this study is to integrate the 

arguments for further research in IS outsourcing, consequently addressing all 

three identified knowledge gaps. The main scope of the study is summarised 

below and further illustrated in Figure 1.1 (for an explanation of the notation 

used see Appendix A).  

 

This study centres on the ISOP, with an emphasis on the transition phase and 

the middle phase (the scoping, evaluation and negotiation phases thus are not 

represented in Figure 1.1 as is visualised by the lines following the trigger). The 

mature phase is represented through its main activity including the evaluation 

of the IS outsourcing relationship, which results either in the decision to extend 

or terminate the relationship (Lacity & Willcocks, 2000). In accordance with 

previous IS outsourcing research (e.g. Lacity & Willcocks, 2012a), the term 

outcome is used. Outcome is not only based on the process result but also on the 

assessed, overall value of the IS outsourcing relationship in terms of, for 

example, innovation and operational and strategic benefits. During the transfer 

of ISD activities (transition phase) actors’ joint work plays a significant role for 

the establishment of operative, distributed ISD work, and subsequent in the on-

going ISD work (middle phase) (cf. Lacity & Willcocks, 2000). The client’s de-

sire/requirement/assignment is described as constituting the trigger of the 

ISOP, whose practice is designed to produce on-going outputs (in this study 

‘further developed IS’) to fulfil a result in terms of value-added operational 

performance. 
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Table 1.1: Knowledge gaps in IS outsourcing research 

Knowledge gaps Arguments for further research 

# 1: Management 

of IS outsourcing 

relationships 

 The building and maintaining of strong relationships  

 Challenges in managing actors and their relationships across 

organisational boundaries  

 A new breed of managers is required for the management of globally 

dispersed teams and relationships 

 IS outsourcing relationships are challenging as perceived by both 

clients and suppliers 

 How the management of IS outsourcing relationships can be 

enabled 

# 2: IS 

outsourcing 

understood as an 

inter-

organisational 

process 

 Management in relation to the life-cycle of the IS outsourcing 

relationship 

 IS outsourcing engagements over time 

 Provide practitioners with a common way of working 

 Focus on what should be done, which in turn facilitates management 

 Understand the activities performed within the boundary of client–

supplier relationships for achieving satisfactory client and IS user 

results 

 The role of the IS user in IS outsourcing 

# 3: Conditions 

influencing IS 

outsourcing 

success 

 To understand the challenges that actors face in developing and 

delivering software across organisational, national, and cultural 

boundaries 

 There is no consensus regarding the conditions that need to be 

managed for IS outsourcing success 

 

With this is meant the degree to which value is added to IS user and client 

business processes (cf. Nilsson & Rapp, 2005). Client and IS user satisfaction is 

thus here argued to be based on the realisation of value-added operational 

performance. In turn, this is important for the purpose of achieving a success-

ful outcome contributing to the extension of the IS outsourcing relationship 

and thus the renegotiation of the contract (Cullen et al., 2005a). In other words, 

a successful outcome is in this research explained as based on satisfied client 

and IS user (cf. e.g. Lee & Kim, 1999). It could further be argued that a 

successful outcome preconditions a successfully practised process (cf. Ogawa & 

Piller, 2006) based on the importance of actors’ joint work for IS outsourcing 

success (Alsudairi & Dwivedi, 2010; Du & Pan, 2010). Consequently, actor 

satisfaction is also argued to be important for a successful outcome.
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Figure 1.1: The ISOP in brief and the main scope of study 
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This research contributes to the understanding of challenges in IS outsourcing 

by studying conditions influencing ‘the successful practice and outcome of the 

ISOP’ (hereafter referred to as the successful ISOP/ISOP success). The term 

practice associates to a pragmatic, holistic perspective (Goldkuhl, 2005) and 

denotes human action organised around a common, shared practical under-

standing (Schatzki, 2001). In other words, “human actions are performed 

within a practice and determined by the practice which they are part of” 

(Goldkuhl, 2005, p. 2). From this research point of view practice thus relates to 

the activities performed within a client–supplier relationship for the purpose of 

contributing a result that satisfies both client and IS user. 

 

As a result of studying conditions influencing the successful ISOP, this study 

provides an increased understanding of what needs to be managed in the ISOP. 

‘Managing the ISOP’ can be described as characterised by interrelated activities 

of planning, organising, investigating, controlling, coordinating, evaluating and 

supervising (Bass, 1990) and depends on an organisation’s overall management 

approach (Earl, 1989). As this study acknowledges the importance of actors’ 

joint work for a successful ISOP, ‘managing the ISOP’ is further explained as 

comprising activities of leadership including the facilitation of intra- and inter-

organisational interaction and working relationships (cf. Bass, 1990). Managing 

the ISOP is in this study operationalised as operatively managing and stra-

tegically managing the ISOP. In business process literature operative manage-

ment is described as short-term management and includes controlling the pro-

cess practice (process control) (Mårtensson & Steneskog, 1996; Dumas et al., 

2013). This includes, for example, managing how available resources should be 

used, how the process should be coordinated with other synchronised 

processes, how work should be structured and accomplished, and how distur-

bances should be managed. The goal with operative management is to achieve 

the best process result possible for each and every process instance with regard 

to available resources (Mårtensson & Steneskog, 1996). 

 

Strategically managing the ISOP is in this research operationalised as process 

management which is described as a strategic way of managing an organisations 

performance for improvement (Jeston & Nelis, 2006). Process management 

complements operative management by adopting a long-term process per-

spective. Process management includes, for example, the development of the 

process for the purpose of improving it and for enabling it to meet future 

demands, ensures effective long-term use of resources to reach business goals, 
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sets performance indicators and measures process performance as well as plans 

process goals (Österle, 1995; Dumas et al., 2013).  

 

Based on the previous description of operative and strategic process manage-

ment, ‘operatively managing the ISOP’/’operative management of the ISOP’ 

and ‘strategically managing the ISOP’/’strategic management of the ISOP’ in 

this study represent: 

 managing the operational performance of the ISOP based on conditions 

influencing the successful practice (operative management) 

 managing the operational performance of the ISOP based on conditions 

influencing the successful outcome (strategic management) 

 

1.4.1 Enabling management with a relationship perspective 

A perspective could be described as the view from which a researcher studies a 

phenomenon (cf. Westelius, 1996; Goldkuhl, 2011). The relationship perspec-

tive is thus described as the foundation for how the client–supplier relation-

ship/the IS outsourcing relationship is understood in this study. Further 

applying a relationship perspective includes the adoption of a symmetric view 

(cf. Axelsson et al., 2000) and thus both the client and the supplier are focused 

on when studying IS outsourcing. Since IS outsourcing relies on a relationship 

to succeed (Whitley & Willcocks, 2012), a relationship perspective is believed to 

be the obvious primary perspective for understanding IS outsourcing (cf. 

Alsudairi & Dwivedi, 2010; Lacity et al., 2010).  

 

A relationship is constituted by two actors and their interactions (Håkansson, 

1982), where the interactions define and form business activities, resources, and 

actors (Ford et al., 2010). This is described as if interactions have substance be-

cause they influence the people and things involved in it. Consequently “[i]nter-

action appears to be the major means through which companies systematically 

relate and combine their activities and resources to each other” (Ford et al., 

2010, p. 83). Interaction is the term used to illustrate that the business is carried 

out as a two-way communication (Håkansson, 1982) and is about the exchanges 

between client and supplier (Håkansson & Snehota, 1997). When the process of 

interaction is of most importance for those involved in it, the interaction 

becomes a business relationship (Blois, 1972). The single business relationship 

can extend over many years and involve many resources, activities, individuals 
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and different types of problem solving (Ford et al., 2010) and should bring 

mutual benefits to justify the investment required from both actors.  

 

Depending on the characteristics of the IS activities included in the ISOP, 

different relationships are required. While outsourcing of commodity services 

and standardised repeatable processes can be accomplished with contract-based 

relationships, outsourcing of ISD, business process changes and technology 

innovations requires trust-based relationships (Whitley & Willcocks, 2012). 

Trust is “the firm’s belief that the other firm will perform actions that will result 

in positive outcomes for the firm” (Lee & Kim, 1999, p. 32). A trust-based 

relationship could also be described as a cooperative relationship or a partner-

ship where actors work jointly in a common business towards a shared goal. A 

partnership is characterised by the high trust, commitment, communication, 

cooperation, honesty, flexibility, reciprocity risk sharing and investment of 

resources and time (Grover et al., 1996; Claybaugh & Srite, 2009; Whitley & 

Willcocks, 2012). A partnership could be described as a result of on-going long-

term interactions where these interactions have contributed series of positive 

outcomes. In the partnership the actors are committed to the relationship 

which enables the creation of routine interactions and formal/informal rules 

governing the relationship (cf. Håkansson, 1982; Ford et al., 2010). Institu-

tionalised routines–understandings that evolve within the business relationship 

over time–govern appropriate behaviour in the partnership. In the partnership 

actors adapt to changes and invest in the relationship to facilitate client–

supplier collaboration (Van der Valk et al., 2008).  

 

The partnership is further important in the achievement of client–supplier 

alignment (Luftman et al., 2011). Alignment is the degree to which client and 

supplier incentives, motives, interests, and/or goals are aligned (Lacity & 

Willcocks, 2012b). High level of mutual understanding, namely the degree of 

understanding of behaviours, goals and policies between actors (Lee & Kim, 

1999), consequently promotes the establishment of alignment (Reich & 

Benbasat, 2000). Research suggests however that it is too simplistic to just re-

gard the client–supplier alignment in an IS outsourcing engagement (Lacity et 

al., 2012c). Since different actors in the client and the supplier organisation 

expect different outcomes from IS outsourcing, actor alignment within organi-

sations is also of importance. Examples of actors representing the client include 

senior management (usually expects total cost savings), IT management, busi-

ness unit managers, IT staff (focuses on effects of IS outsourcing on their 
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careers, the technical quality and speed of delivery) and users (typically focuses 

on service delivery) (Lacity & Willcocks, 2000; Lacity & Rottman, 2009). The 

supplier is represented by, for example, senior supplier management (typically 

focuses on profit margin and revenue growth), sales team (desires to sell big 

deals fast) and supplier delivery teams (desires interesting work) (Lacity & 

Willcocks, 2000).  

 

To address the issue of alignment, this research regards different viewpoints of 

IS outsourcing. This is a result of studying actors with different responsibilities 

and work tasks, or professional roles, in the ISOP. In this research (human) 

actors are represented by the assigner (the client organisation) (Rentzhog, 

1998), the persons practising joint activities (actors) (Mårtensson & Steneskog, 

1996) and the receiver and the user of the process result (client organisation 

and IS users) (Davenport, 1993). In other words actors can represent organi-

sations (client, supplier), individuals, professional positions, and roles. 

 

With an origin in actors’ responsibilities and work tasks, actors can be explained 

as practising the ISOP based on different perspectives, in this study termed as a 

strategic perspective, an operative perspective and a systems perspective. This 

way of explaining actors as adopting different ISOP perspectives is related to 

theories on business development in which business development is explained 

as a practice embracing different organisational levels (cf. Österle, 1995; Tolis & 

Nilsson, 1996). This organisational design in three levels includes a business 

level, process level, and IS level (Österle, 1995). In brief, at the business level 

actors are concerned with the business strategy and goals and the firm’s posi-

tion on the market; at the process level detailed and logical views of business 

operations are focused on and linked with both strategic questions and IS use; 

and at the IS level, development of IS and IT is focused on as enablers in the 

running of a professional business (Österle, 1995; Nilsson et al., 1999). Based 

on this description the ISOP can be explained as practised at the process level.  

 

Interaction among actors is crucial in the ISOP, for example, for the 

establishment of intra- and inter-organisational alignment. This study aims at a 

better understanding of the ISOP by studying its performance in an empirical 

setting. Consequently the actors, part of the ISOP, are crucial sources of 

information. The IS level, as described in business development theory, is 

therefore not part of the scope of this study. In other words, the supporting IS 

and IT function is excluded in this study. The systems perspective, as used in 
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this study, includes instead the perspective of those actors mainly conducting IS 

design and IS construction work in the ISOP.  

 

Figure 1.2 illustrates different intra- and inter-organisational interactions/ 

relationships in the performance of the ISOP. Actors in the ISOP represent 

client organisation and supplier organisation where actors can be explained as 

belonging to different organisational levels based on their work tasks and 

responsibilities, and thus their perspectives, in the ISOP.  

 

 

Figure 1.2: Intra- and inter-organisational interactions/relationships in the performance of 

the ISOP (adaptation of Österle, 1995, p. 30; Tolis & Nilsson, 1996, p. 4) 

 

For the purpose of alignment inter- and intra-organisational interactions (illu-

strated through the arrows in Figure 1.2) are of most importance. The interac-

tions form the relationships within the boundary of the client–supplier relation-

ship. In a partnership, client and supplier incentives, motives, interests, and/or 

goals are assumed to be aligned to a high degree. To conclude, enabling mana-

gement with a relationship perspective includes acknowledging the importance 

of a high degree of intra- and inter-organisational interactions in the ISOP for 

the purpose of alignment and the building of a partnership. The importance of 

a partnership is a result of the conviction that achieving a successful outcome 

from outsourcing of ISD preconditions a client–supplier relationship recog-

nised by the high trust and cooperation (cf. Whitley & Willcocks, 2012). 
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1.4.2 Enabling management with a success perspective 

The most frequently used measure for investigating IS outsourcing outcome as 

well as process results in general includes outcomes and results that capture the 

client’s general perception of success or level of satisfaction (Davenport, 1993; 

Lacity & Willcocks, 2012a). Other measures for IS outsourcing outcome in-

clude perceptions of relationship quality (Swar et al., 2012) and the effects of 

outsourcing on client’s business performance (Lacity & Willcocks, 2012a) 

where performance can be measured in terms of strategic, technological, and 

economic outsourcing benefits (Grover et al., 1996; Lee, 2008). Realising such 

outsourcing benefits are by some researchers used as a synonym to successful 

IS outsourcing (Lee & Kim, 1999; Han et al., 2008; Lee, 2008). IS outsourcing 

success has further been referred to the perceived fit between the client’s 

requirements and the actual outcome of the ISOP (Lee & Kim, 1999). In IS 

literature the terms success and effectiveness are often used synonymously 

(Markus & Tanis, 2000) and denote the extent to which an IS contributes to the 

achievement of organisational goals (Thong et al., 1996). As this research aims 

to increase the understanding of ISOP success by studying IS outsourcing in 

the post-contract stage both relational and result-oriented conditions are of 

relevance (Haried & Ramamurthy, 2009; Qi & Chau, 2012). A successful ISOP 

is here assessed in term of satisfaction (cf. Mårtensson & Steneskog, 1996; 

Haried & Ramamurthy, 2009; Swar et al., 2012). Satisfaction is defined as “a 

positive affective state resulting from the appraisal of all aspects of a firm’s 

working relationship with another firm” (Anderson & Narus, 1984, p. 66). 

While previous research to a large extent has focused on the client’s satisfaction 

with the IS outsourcing supplier (Kim & Chung, 2003; Swar et al., 2012), this 

research also focuses on IS user satisfaction and actor satisfaction.  

 

A successful ISOP is in this study operationalised as client satisfaction, IS user 

satisfaction and actor satisfaction. Whereas a successful outcome is mainly a 

result of client satisfaction and IS user satisfaction, a successful practice is 

mainly a result of actor satisfaction. Client satisfaction is a result of the client 

being satisfied with the on-going outputs and the operational result of the ISOP 

(Haried & Ramamurthy, 2009), that is, the outputs satisfy the requirements of 

the client (Davenport, 1993; Mårtensson & Steneskog, 1996). Client satisfaction 

is generally measured using certain performance indicators such as time (does 

the client get the result on time?), quality of the resulting product/service, costs 

(is the result reasonably priced?) and process flexibility (process ability to cope 

with new demands) derived from the business strategy (Österle, 1995; 
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Willcocks et al., 2011). A satisfied client is crucial for justifying the existence of 

the ISOP and for further repetitions, resulting in an extended continuation of 

the client–supplier relationship. 

  

In this study the satisfaction of the IS users is of importance since the IS part of 

the outsourcing engagement is intended to support IS users in their ordinary 

work. In other words the IS user also determines if new or improved and 

deployed IS functionality contributes value-added operational performance. 

What constitutes IS user satisfaction in IS outsourcing has however received 

little attention in prior research. However it is found that IS users in general are 

more interested in the service delivery than the costs of producing and 

delivering the service (Lacity & Rottman, 2009). In research, Ya-Yueh (2011) 

contributes to the understanding of IS user satisfaction in IS outsourcing by 

explaining poor system quality,11 incomplete information quality,12 and poor 

service quality13 as negatively affecting overall IS user satisfaction. For suppliers, 

the four critical success factors associated with IS user satisfaction are keeping 

and winning clients, avoiding damaging client relationships, improving service 

management skills and improving domain skills (Bairi & Manohar, 2011). This 

study aims to contribute further knowledge of IS user satisfaction by regarding 

the role of the IS user in the ISOP. 

 

Actor satisfaction deals with the well-being of the actors performing activities 

across organisational boundaries as well as determined by external conditions 

(Mårtensson & Steneskog, 1996). The importance of actor satisfaction is related 

to its influence on subsequent process performances. Figure 1.3 illustrates the 

internally generated part of actor satisfaction (actor satisfaction is also 

determined by external conditions). A successful process creates work satis-

faction for its actors, which in turn makes it a successful process. The internally 

generated part of actor satisfaction could thus be explained as a positive 

feedback loop where satisfied actors generate better process results which in 

turn generates even more satisfied actors (Mårtensson & Steneskog, 1996).  

 

                                                 
11

 Poor system quality includes lack of functional integration, lack of system compatibility, hard to 
customize and uneasy of access (Ya-Yueh, 2011). 
12

 Incomplete information quality includes incorrect information, difficult to understand, information 
delay, ineffectiveness and useless (Ya-Yueh, 2011). 
13

 Poor service quality includes not easy to communicate, poor education service, bad attitude of 
service provider, poor technique ability of service provider, poor security, poor privacy, slow error 
recovery and slow online help (Ya-Yueh, 2011). 
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Figure 1.3: Internally generated actor satisfaction (adaptation of Mårtensson & 

Steneskog, 1996, p. IX:9) 

 

In contrast to actor satisfaction, which is a direct experience for the actor, client 

satisfaction and process results need to be made explicit and known to the 

actor. This is a result of that actor satisfaction is extremely important for the 

actors to care about quality, productivity, and time as well as client satisfaction 

(Mårtensson & Steneskog, 1996). As previously introduced, IS outsourcing is in 

this study understood as an inter-organisational process practised within the 

boundary of the client–supplier relationship. Such a relational, process side of 

IS outsourcing success has been given some attention in previous research 

(Haried & Ramamurthy, 2009; Qi & Chau, 2012; Swar et al., 2012) however 

further research is required to learn more about relational-oriented conditions 

influencing the success of an IS outsourcing engagement (Haried & 

Ramamurthy, 2009). To be able to increase the understanding of actor satisfac-

tion this research studies the practice of the ISOP and explores relational-

oriented conditions in the ISOP as well as in environmental surroundings of 

the ISOP.  

 

The environmental surroundings are constituted by ‘the business process 

environment’ (Mårtensson & Steneskog, 1996) and ‘the interaction environ-

ment’ (Håkansson, 1982). ‘The business process environment’ includes for 

example interaction with other processes or internal clients and business 

processes in other firms (Mårtensson & Steneskog, 1996), and is in this study 

described as a result of the inter-organisational character of the ISOP. The 

performance of the ISOP is a result of a formulated business strategy, which 

formulates the goal of the ISOP (cf. Mårtensson & Steneskog, 1996). When 

studying the ISOP, it is therefore also important to consider ‘the interaction 

environment’ (Håkansson, 1982). Competitors, suppliers and clients, influen-

cing the business strategy, are represented in ‘the interaction environment’. The 

business strategy should direct how the firm should act on the market, which 

segments and relationships to target and indirectly what should constitute the 
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core processes of the firm (Mårtensson & Steneskog, 1996; Kaplan & Norton, 

2001). In other words the business strategy should direct future activity. 

 

Depending on actor perspective, based on works tasks and responsibilities, it is 

assumed that actors experience a successful practised ISOP somewhat diffe-

rently (cf. Haried & Ramamurthy, 2009). In other words, actor satisfaction is 

believed to be related to actors’ responsibilities and work tasks. This assump-

tion is partly supported by previous research which concludes that perceived 

success depends on when success is measured, who you ask, and how you ask 

(Markus et al., 2000). Further, in their research Winkler et al. (2008) confirm 

that the perception of certain success conditions vary with the course of time – 

what was perceived as less successful at the beginning of a project turned out to 

be successful in the end. Similar findings have also been described by other 

researchers (e.g. Mähring, 2002). Consequently the crucial role of operative 

management includes noting and understanding similarities and differences in 

actors’ experiences and views of a successful practised ISOP for the purpose of 

achieving actor satisfaction at all levels (cf. Haried & Ramamurthy, 2009). A 

manager’s ability to focus and intentionally attempt to understand and handle 

other people’s perspectives (views), termed perspectives management 

(Westelius, 1996), thus becomes important in the management of the ISOP. An 

overview of the constituent parts of ISOP success is presented in Figure 1.4. 

 

 

Figure 1.4: ISOP success as a result of actor, client and IS user satisfaction 

 

To summarise, a successful ISOP is in this study operationalised as actor satis-

faction, client satisfaction, and IS user satisfaction. Whereas a successful prac-

tice is explained as based on actor satisfaction, a successful outcome is ex-

plained as based on client satisfaction and IS user satisfaction. Accordingly this 

research points out the significance of both practice and outcome in successful 

IS outsourcing. As a result of studying conditions influencing actor, client, and 

IS user satisfaction this study could be described as contributing to the under-

standing of successful IS outsourcing in a holistic sense (cf. Willcocks et al., 

2011). 
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1.5 The purpose of the study and its relation to the doctoral thesis 

From the identified knowledge gaps in IS outsourcing literature and the chosen 

approach and perspectives for addressing these gaps the following purpose is 

formulated: 

 

To validate and reconsider a conceptual framework for enabling the management of IS 

outsourcing in terms of successful practice and outcome 

 

Studying the ISOP in an empirical setting is thus intended to contribute with 

further knowledge and insights into the practice of IS outsourcing and the 

conditions that need to be managed for successful IS outsourcing. These 

insights contribute fruitful input to the reconsideration of the conceptual 

framework developed in Bergkvist (2008) into a conceptual framework for 

enabling the management of IS outsourcing. More specifically the intended 

contributions of this study include: 

 

 describing and explaining result-oriented key conditions14 influencing IS 

outsourcing success. This contribution is a result of investigating condi-

tions influencing client and IS user satisfaction in the ISOP. 

 

 describing and explaining relational-oriented key conditions influencing 

IS outsourcing success. This contribution is a result of investigating 

conditions influencing a successful practice, and consequently actor 

satisfaction, in the ISOP. 

 

 describing and explaining how key conditions influencing IS outsourcing 

success are related (positively, negatively) to the ISOP and the 

environments in which it is performed. This contribution is a result of 

identifying15 the practice of the ISOP as well as of studying the ISOP 

from different point of views, here operationalised by relating key 

conditions to 

o different organisational levels (strategic, operative, systems) 

o different actors (supplier, client, IS user) 

                                                 
14

 Conditions identified as influencing successful practice and outcome of IS outsourcing are referred 
to as key conditions. The concept key condition is further explained in Section 1.6.  
15

 ‘Identifying/identification’ is in this study used synonymously with ‘describing and 
explaining’/’description and explanation’. 
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o different phases of the ISOP (evaluation, negotiation, transition, 

and middle) and 

o IS outsourcing relationships. 

 

How the purpose is addressed is summarised in Table 1.2 and further related to 

the purpose of the doctoral thesis in Figure 1.5.  

 

Table 1.2: Summary of the purpose and how it is addressed in this study  

Part of studied 

area 
Operationalised as Contributions 

Managerial 

focus 

Addressed 

knowledge 

gap 

Successful 

outcome in IS 

outsourcing 

Client satisfaction, 

IS user satisfaction 

Result-oriented 

key conditions 

Strategic 

management 

# 1, 2, 3 

Successful 

practice in IS 

outsourcing 

Actor satisfaction Relational-

oriented key 

conditions 

Operative 

management 

# 1, 2, 3 

The ISOP An inter-organisational 

process where actors 

work together on 

complementary 

activities with the 

objective of achieving 

the best possible 

outputs and result for 

client and IS user and 

a mutual beneficial 

outcome 

What to be done, 

by whom and how 

for the purpose of 

achieving a 

satisfactory result 

as perceived by 

client and IS user 

Strategic 

management 

Operative 

management 

# 1, 2 

Key conditions 

and their 

relation to the 

ISOP and the 

environments 

in which it is 

performed 

The relation between 

key conditions and 

organisational levels, 

actors, phases of the 

ISOP and the IS 

outsourcing 

relationships based on 

actors’ work tasks and 

responsibilities in the 

ISOP 

How key 

conditions need to 

be managed based 

on their relation 

to the ISOP and 

the environments 

in which the ISOP 

is performed 

Strategic 

management 

Operative 

management 

# 1, 3 

 

The design of the doctoral thesis was firstly introduced in the prologue of this 

study. To further explain the design of the doctoral thesis, its parts are here 

further described. The parts composing the doctoral thesis are briefly sum-
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marised in Figure 1.5. The licentiate study and the doctoral study constitute the 

doctoral thesis. In other words, the doctoral thesis comprises two books (Book 

1 and Book 2). The first book is the licentiate study (Bergkvist, 2008) and the 

second book (the present book) is the doctoral study. The respective purposes 

of the licentiate study and the doctoral study are mirrored in the purpose of the 

doctoral thesis, the research cycle (develop, validate and reconsider) as well as 

in the titles of the both books. 

 

Doctoral thesis 

Title Towards a Framework for Relational-Oriented Management of 

Information Systems Outsourcing 

Key Conditions Connected to Actors, Relationships and Process 

Purpose To develop, validate, and reconsider a conceptual framework for enabling the 

management of information systems (IS) outsourcing in terms of successful 

practice and outcome 
 

 
Part: Licentiate study Doctoral study 

Title A Conceptual Framework for 

Studying the Successful Outcome of 

the IS Outsourcing Process from a 

Relationship Perspective 

Validating and Reconsidering 

The IS OUT Framework 

A Study of the IS Outsourcing Process 

in a Client–Supplier Relationship 

Purpose To develop a conceptual framework 

for describing and explaining the 

degree of successful outcome of the 

IS outsourcing process using a 

relationship perspective 

To validate and reconsider a conceptual 

framework for enabling the 

management of IS outsourcing in terms 

of successful practice and outcome 

Part of 

research 

cycle 

Development of a conceptual 

framework as a result of a literature 

review study 

Validation of a conceptual framework as 

a result of studying the ISOP in a 

client–supplier relationship 

Reconsideration of a conceptual 

framework as a result of combining the 

conceptual framework with findings 

identified as a result of studying the 

ISOP in an empirical setting 

Result The IS OUT Framework 

(Licentiate thesis/Book 1) 

The IS OUT  Framework 

(Present book/Book 2) 

Figure 1.5: A brief summary of the parts composing the doctoral thesis 
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Focusing on the research cycle, the licentiate study could be described as a 

literature review study or a conceptual study contributing a sound knowledge 

base, The IS OUT Framework, for the following empirical study. In terms of 

the research cycle, the empirical study, for which The IS OUT Framework has 

been used as guidance, constitutes the validation of The IS OUT Framework. 

The empirical study included studying the ISOP in a client–supplier rela-

tionship. The final step of the research cycle constitutes the reconsideration of 

The IS OUT Framework. This step contributed to the provision of the second 

version of the conceptual framework which is labelled The IS OUT  

Framework. The IS OUT  Framework is a result of combining The IS OUT 

Framework and additional literature with findings identified as a result of 

studying the ISOP in a client–supplier relationship. The ‘key symbol’ in the 

label of the reconsidered version of the conceptual framework denotes the key 

conditions identified in the present study. The label ‘The IS OUT  Framework’ 

should be read: ‘a framework for understanding relational-oriented manage-

ment of IS outsourcing based on key conditions.’ 

 

In relation to the purpose of the licentiate study the purpose addressed in the 

present study (the doctoral study) is extended to include the concepts practice 

and management. The added focus on the practice is a result of the identified 

knowledge gaps, indicating the need of describing and explaining the ISOP and 

further the conditions influencing actors’ joint work in IS outsourcing. The 

focus on the management is a result of the identified knowledge gaps as well as 

the approach and perspectives chosen to address these knowledge gaps in IS 

outsourcing research. For the purpose of achieving a successful ISOP this 

research contributes key conditions for operatively and strategically managing 

the ISOP. 

 

In developing, validating, and reconsidering a conceptual framework the goal is 

that the contributions of the research can be used as comprehensive models of 

analysis for studying ISOP success (cf. Jayaratna, 1994; Miles & Huberman, 

1994). Another goal of this research is to contribute an interesting, applicable, and 

current conceptual framework that is, a conceptual framework that is relevant 

from a practical point of view (Benbasat & Zmud, 1999). The dimensions 

interesting and current, including that the research addresses challenges and 

business issues of concern to IS practitioners, have been fulfilled as a result of 

reviewing IS outsourcing in research and practice and through discussions with 

practitioners experienced within IS outsourcing. An applicable framework is a 
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framework that produces knowledge that can be utilised by practitioners. A 

sufficient level of details, simplicity, and flexibility is believed to increase the 

possibility for a conceptual framework experienced as relevant for both novice 

and experienced managers in IS outsourcing. In line with these goals the inten-

tion is to provide user scenarios of The IS OUT  Framework for researchers 

and practitioners with an interest in gaining further understanding of the pro-

cess of IS outsourcing and key conditions requiring managerial attention.  

 

1.6 Central concepts framing the study 

The terminology for analysing IS outsourcing success varies with the author 

investigating the topic. The terminology includes, for example, factors, dimen-

sions, attributes, aspects, determinants, and conditions (e.g. Bergkvist, 2008; 

Haried & Ramamurthy, 2009; Hodosi et al., 2012; Njeru & Sjölund, 2013). In 

this study the concept key condition is used for describing and explaining what 

makes a successful ISOP. The use of the concepts ‘condition’ and ‘key condi-

tion’ respectively requires an explanation. The concept condition is drawn from 

process theory which is characterised by the cause-effect argument ‘necessary, 

but not sufficient’ (Soh & Markus, 1995). In other words, this means that an 

expected outcome will only occur under the circumstances specified by the pro-

cess theory. At the same time a process theory indicates that the outcome may 

not occur even when specified circumstances, or conditions, are present. IS 

outsourcing can be described as a dynamic phenomenon rather than a static 

one. The dynamic aspect of IS outsourcing is a result of continuously changing 

and emerging conditions and needs (Lee, 2008) as well as the changing 

characteristics of actors’ desired value from an outsourcing arrangement over 

time (Willcocks et al., 2011). Acknowledging the dynamic aspects of IS out-

sourcing, the process theory concept condition is used in this research.  

 

Key conditions are understood as conditions that can be considered to be of 

great importance for the management of a successful ISOP. In comparison 

with critical success factors, mainly addressing strategic, static and measurable 

factors for continued success of an organisation or a business (Avison & 

Fitzgerald, 2006), key conditions address here the operative, dynamic condi-

tions for the success of the ISOP. The rounded squares in Figure 1.6 (as well as 

in Figure 1.7) symbolise concepts and the arrows symbolise the relation 

between the concepts and should be read in the direction of the arrow. 
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Figure 1.6: The concept key condition 

 

As illustrated in Figure 1.6, a key condition is an internal or external condition. 

Whereas an internal condition is found in the ISOP, an external condition is 

found in the environment of the ISOP (cf. Mårtensson & Steneskog, 1996) or 

in the interaction environment. An internal condition is thus found in the 

practice of inter-organisational cooperation (cf. Yalaho, 2006) while an external 

condition is found in environmental surroundings. A key condition is relational- 

and/or result-oriented and may be related to other conditions. Further, a key 

condition influences (positively, negatively) the ISOP and consequently directs 

attention to how the ISOP should be managed.  

 

For the purpose of providing a summary of how this study is framed, central 

concepts and how they are related are illustrated in Figure 1.7.  

 

1.7 Clarification of research scope 

In this study IS outsourcing is viewed as an inter-organisational process for the 

purpose of a better understanding of what is done, by whom, and how in order to 

reach a successful outcome. The scope thus includes identifying the IS 

outsourcing practice. However, in-depth studies on inter-organisational 

interactions are not of this study. This study encompasses the elements that are 

important for approaching IS outsourcing as a process, thus clarifying how the 

management of IS outsourcing can be performed. Other aspects distinguishing 

business process orientation, however, are not within the scope of this study. 

Further this study focuses on the ISOP and therefore does not consider client 



 32 

and IS user business processes, and how on-going outputs in the ISOP are 

used. In other words, this study does not investigate the practice of client and 

IS user business processes and the operationalisation of value-added opera-

tional performance; it only concerns client and IS user satisfaction in relation to 

the process result in the ISOP.  

 

 

Figure 1.7: Central concepts framing this study 

 

Since the aim is to contribute knowledge on how the management of the ISOP 

can be enabled, it may be assumed that this research will focus on and 

contribute to the field of business process management (BPM). BPM refers to 

“a body of methods, techniques and tools to discover, analyse, redesign, 

execute and monitor business processes” (Dumas et al., 2013, p. 5). Established 

techniques and frameworks for process management include, for example, 

ISO16 certifications, ITIL,17 workflow management, benchmarking, capability 

maturity models, cost analysis, and service level agreements (SLAs) (Becker et 

al., 2003; McIvor et al., 2009). Framed by the relationship perspective, this 

study aims to provide knowledge about the management of the ISOP based on 

actors’ intra-organisational and inter-organisational relationships. In other 

words, this research aims to identify the key conditions that need to be 

                                                 
16

 International Organisation for Standardisation 
17

 Information Technology Infrastructure Library 
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managed in a relationship perspective, consequently disregarding techniques, 

method and tools for BPM as well as project management when studying the 

ISOP. This delimitation means that capabilities frameworks for IS outsourcing, 

focusing on managerial capabilities and how these capabilities can be assessed 

over maturity levels are not considered in this study.  

 

A client and a supplier in a business relationship are not shielded from their 

environments but are rather to be seen as integral parts of the embedded con-

text of the relationship. This is formulated as a network, or focal net, con-

structed from the perspective of a focal firm and its partner in a focal relation-

ship, which is connected with other relationships (Anderson et al., 1994; 

Mattsson, 1997). A network is composed of the focal relationship and the 

client’s and the supplier’s relationships with other parties. Possible common 

third parties are also included in the network. Inter-organisational business 

relationships can thus be studied as a dyad or as a network. The focal relation-

ship in this study is the relationship between a client organisation and a supplier 

organisation, operating in the private sector with IT as their core business, 

where the supplier organisation is a delivery organisation composed of two 

units; an onsite unit and a captive centre unit (see Figure 1.8).  

 

 

Figure 1.8: The focal relationship in this study 

 

Other relationships included in the focal net are not included in the scope of 

this study. The importance of the focal net is however considered as a result of 

regarding ‘the interaction environment’ when studying the ISOP.  

 

Research points to challenges in IS outsourcing in relation to three dimensions 

of distance: geographical, temporal and cultural. The IS outsourcing relation-

ships in this study exemplify challenges based on geographical and cultural di-

stances. However, as the actors operate in the same time zone, the temporal 

distance is of less relevance. Consequently, challenges related to the actors’ 

temporal distance have received little attention in this study.  
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1.8 Outline of the present study 

Figure 1.9 provides the outline of the present study, which is divided into three 

parts. Part I consists of the four first chapters and covers the outset and the 

framing of the study. The aim of the first part is to outline the problem area, 

frame the study and highlight its relevance. The argument for the research is 

partly based on a previous research study focusing on challenges and lessons 

learnt during IS outsourcing (Bergkvist & Johansson, 2011). The main purpose 

of Chapter 2 is to provide a brief summary of the conceptual framework – The 

IS OUT Framework – developed in the licentiate study. Chapter 3 presents the 

methodological considerations for studying the ISOP in a client–supplier rela-

tionship. Chapter 4 is devoted to research on business processes and the pro-

cess of IS outsourcing, and includes the theoretical foundation for describing 

and explaining IS outsourcing as an inter-organisational process. 

 

Part II covers Chapter 5 and Chapter 6 and includes the validation of The IS 

OUT Framework by describing and explaining the performance of the ISOP in 

a client–supplier relationship. The empirical description of the case investigated 

in the present study is presented in Chapter 5. Chapter 6 includes the analysis 

through which the description and explanation of key conditions and their 

relation to the ISOP emerge and are identified. Further the analysis contributes 

towards a general description and explanation of the ISOP. Initial results from 

the case study have been published in Bergkvist and Johansson (2011) and 

Johansson and Bergkvist (2012). 

 

Part III covers Chapter 7 and Chapter 8 and includes the reconsideration of the 

conceptual framework and contributions of the research. Based on the findings 

of the analysis, Chapter 7 includes the provision of The IS OUT  Framework 

for enabling relational-oriented management of IS outsourcing and also the 

conclusions in relation to the formulated purpose. Chapter 8, the final chapter, 

sums up contributions, presents methodological reflections as well as suggests 

future research. 
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Figure 1.9: Outline of the present study 
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2 The background of the study 

 

The purpose of this chapter is to present The IS OUT Framework – a conceptual framework 

for studying the successful outcome of the IS outsourcing process from a relationship perspective. 

The presentation focuses on the constituent elements of the conceptual framework and on how 

it has informed this study. More in depth descriptions and motivations for the development of 

The IS OUT Framework are covered in Bergkvist (2008). 

 

 

2.1 The IS OUT Framework in brief 

The IS OUT Framework was developed in Bergkvist (2008). It was then pre-

sented as a conceptual framework for describing and explaining the degree of 

the successful outcome of the IS outsourcing process. Thus the label The IS 

OUT Framework has been added subsequent to its first presentation. The IS 

OUT Framework describes and explains the main elements to be studied for 

increasing the understanding of the successful outcome of the IS outsourcing 

process from a relationship perspective. The IS outsourcing process has been 

defined as “the set of phases to be performed to reach a particular IS-related 

outcome that support the business activities of both contractually connected 

parties” (Bergkvist, 2008, p. 21). The framework emphasises the post-contract 

stage and its constituent elements are key conditions, dimensions, and inter-

relations among dimensions. Key conditions are conditions identified as 

influencing the degree of successful outcome of the process and dimensions 

could be described as the different perspectives adopted to study the process. 

Based on the key conditions, The IS OUT Framework presents potential 

dimensional interrelations. The IS OUT Framework is generic, which denotes 

that the conceptual framework can be applied irrespective of type of IS or type 

of IS activity as part of the outsourcing engagement as well as the special case 

of IS outsourcing. Consequently, the empirical situations in which The IS OUT 

Framework can be operationalised and validated are believed to have a broad 

range. 

 

The development of the conceptual framework is a result of combining contri-

butions from three theoretical fields: Information Systems, Industrial marke-

ting, and IS outsourcing. The main theoretical foundation of The IS OUT 

Framework is summarised in Table 2.1.  
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Table 2.1: Main theoretical foundation of The IS OUT Framework 

Research in the field of Information Systems 

Theoretical foundation Contributions 

Business change at different 

levels in a firm (Österle, 1995; 

Tolis & Nilsson, 1996) 

Understanding firms as a structuration of different levels of 

development. Contributes insights into the importance of 

interactions between actors at different firm levels for the 

purpose of acquiring mutual understanding of change work. 

Strategies of ISD (Andersen, 

1994; Waguespack & Schiano, 

2004; Nilsson, 2008) 

Strategies of ISD include in-house development, standard 

application package, and component-based development. 

Contributes insights into possible consequences of a specific 

ISD strategy in the performance of the IS outsourcing 

process. 

IS life cycle development 

approaches (Nilsson, 1991; 

Kruchten, 2002; Lindstrom & 

Jeffries, 2004; Hoffer et al., 

2005) 

IS life cycle development approaches include sequential, 

iterative, standard application package, and agile. Contri-

butes insights into possible consequences of a specific 

development approach for the performance of the IS out-

sourcing process. 

Research in the field of Industrial marketing 

Theoretical foundation Contributions 

The interaction approach 

(Håkansson, 1982) 

Focuses on the interaction process in client–supplier 

relationships and describes exchange episodes, the actors, 

the environment as well as the atmosphere of interactions. 

Provides the foundation, that is, dimensions and conditions, 

for studying the IS outsourcing relationship. 

Conditions in exchange 

relationships (Morgan & Hunt, 

1994) 

Trust and commitment are expressed as key conditions in an 

exchange relationship. Contributes to the understanding of 

the importance of trust-based IS outsourcing relationships. 

Research in the field of IS outsourcing 

Theoretical foundation Contributions 

A framework of partnership 

quality (Lee & Kim, 1999) 

A framework for examining the relation between partner-

ship quality and IS outsourcing success. Contributes insights 

into important conditions influencing the successful 

outcome of IS outsourcing. 

A framework for IS 

outsourcing relationships 

(Kern & Willcocks, 2001) 

A framework for studying IS outsourcing relationships over 

time. Contributes insights into important dimensions of an 

IS outsourcing relationship. 

An IS outsourcing relationship 

framework (Alborz et al., 

2003) 

A framework of conditions important for successful IS 

outsourcing relationships. Besides conditions, the frame-

work provides information on stages, phases, and the opera-

tionalisation of the IS outsourcing process. 

The IS outsourcing process 

(Lacity & Willcocks, 2000) 

The description of the IS outsourcing process with an 

emphasis on the client–supplier relationship. Contributes in-

sights into the elements of the IS outsourcing process; 

phases, activities, key actors, and main outputs. 
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As a result of drawing on different theoretical fields, the conceptual framework 

is understood as contributing to a compelling explanation of key conditions 

influencing the degree of the successful outcome of the IS outsourcing process 

(cf. Kern, 1999). The dimensions, partly applied as fruitful means of the 

structuration of key conditions, constitute important viewpoints for studying 

the successful outcome of the IS outsourcing process. The IS OUT Framework 

can be used in its entirety or by focusing on some parts of it, such as the 

dimensions, the latter including the usage of The IS OUT Framework as a 

toolbox. As a result of perceiving the conceptual framework as a toolbox, it can 

also be used as a knowledge base in research, for example, as guidance for the 

design of data collection and data analysis. The application of The IS OUT 

Framework is intended to direct the attention to challenges in the performance 

of the IS outsourcing process in a client–IS supplier18 relationship. Thus, using 

the framework managers can identify the dimensions and the key conditions 

important for the successful outcome of the IS outsourcing process.  

 

2.1.1 The constituent elements of The IS OUT Framework 

The constituent elements of The IS OUT Framework are briefly described in 

the subsequent sections. However, the significance of using a relationship per-

spective for studying the successful outcome of the IS outsourcing process is 

first discussed. The main motivation for using a relationship perspective is 

based on the assumption that all outsourcing requires a relationship to succeed 

(Kern et al., 2002). As illustrated in Figure 2.1 the client–IS supplier relationship 

could be described as constituted by key actors and their interactions (cf. 

Håkansson, 1982). Using a relationship perspective the identified key condi-

tions represent viewpoints of both the client and the IS supplier. In The IS 

OUT Framework key actors are part of performing the IS outsourcing process 

and represent different firm areas, that is, business, process, and information 

systems, at the client firm and the IS supplier firm.  

 

Figure 2.1 illustrates possible inter- and intra-organisational interactions (repre-

sented by the arrows) in the performance of the IS outsourcing process in a 

client–IS supplier relationship. In The IS OUT Framework the term ‘firm area’ 

is used instead of the term ‘firm level’. The motivation is represented by the 

ambition of understanding key actors as being equally important. The concept 

‘key actors’ denotes the main actors practising the IS outsourcing process and 

                                                 
18

 In the licentiate study the term IS supplier was used to denote kind of supplier.  
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for this purpose they have been ascribed a certain degree of authority and 

responsibility. 

 

 

Figure 2.1: Firm areas, key actors and key actors’ possible interactions (adaptation of 

Österle, 1995, p. 30; Tolis & Nilsson, 1996, p. 4) 

 

The IS OUT Framework describes and explains a multiplicity of key conditions 

identified as influencing the degree of successful outcome. The identified key 

conditions have common denominators, related to different perspectives for 

studying the IS outsourcing process, which are presented through the app-

lication of dimensions. The dimensions are the following: Environment, 

Atmosphere, Contract, Interaction, IS, Management, Outcome, Behaviour and 

Organisation. The dimensions are based on previous research on IS outs-

ourcing relationships (Kern & Willcocks, 2001) and business-to-business rela-

tionships (Håkansson, 1982). In Table 2.2 the nine dimensions for studying the 

IS outsourcing process are briefly described.  

 

The dimensions are structured in three super dimensions: Contextual, Relation-

ship- and Actor-specific. The structure of the nine dimensions into Contextual, 

Relationship- and Actor-specific is as follows: 

 Contextual: Environment 

 Relationship-specific: Atmosphere, Contract, Interaction, IS, Manage-

ment, Outcome 

 Actor-specific: Behaviour, Organisation 
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Table 2.2: Dimensions for studying the IS outsourcing process 

Dimension Description 

Environment 

The IS outsourcing process does not operate in an isolated vacuum but is 

influenced by several environmental aspects. The purpose of the 

Environment dimension is thus to address key conditions that correspond to 

the environment of the IS outsourcing process.  

Atmosphere 

The key conditions characterising the working atmosphere of the client–IS 

supplier relationship are represented by the Atmosphere dimension. The 

purpose of the Atmosphere dimension is thus to address key conditions that 

relate to the working atmosphere of a specific client–IS supplier relationship. 

Contract 

The Contract dimension is a result of the relevance of the contract when 

studying client–IS supplier relationships. The purpose of the Contract 

dimension is thus for emphasising key conditions that relate to the formal 

bond between client and IS supplier in IS outsourcing.  

Interaction 

Interactions between key actors constitute the relationship. The Interaction 

dimension aims therefore to increase the understanding of key conditions 

related to the interaction process in the IS outsourcing process. 

IS 

The IS dimension directs focus on conditions that relate to the type of IS or 

type of IS activity part of an outsourcing engagement. The purpose of the IS 

dimension is thus to increase the understanding of how the IS part of an 

outsourcing engagement influences the IS outsourcing process. 

Management 

Management includes management of the operationalisation of the IS out-

sourcing process and the management of the client–IS supplier relationship. 

The purpose of the Management dimension is thus to address key conditions 

that relate to the overall management of the IS outsourcing process. 

Outcome 

The Outcome dimension is related to the outcome of the IS outsourcing 

process and how the outcome can be assessed. The purpose of the Outcome 

dimension is thus to describe and explain key conditions that relate to the 

assessment of the degree of successful outcome of the IS outsourcing pro-

cess. 

Behaviour 

The Behaviour dimension directs attention to key conditions that are related 

to the single key actor. The relevance of the Behaviour dimension is thus 

related to the desire for an increased understanding of how the behaviour of 

the single key actor influences the IS outsourcing process.  

Organisation 

Similar to the Behaviour dimension the Organisation dimension directs 

attention to the individual key actor and organisational conditions related to 

the single firm. The relevance of the Organisation dimension is thus related 

to the desire of an increased understanding of how the single client and IS 

supplier organisation influences the IS outsourcing process. 

 

Whereas the Contextual super dimension denotes the environment in which the 

IS outsourcing process is practised, the super dimensions Relationship and 

Actor denote the IS outsourcing process. The dimensions and key conditions 
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are presented in Table 2.3. The key conditions are tentatively structured in 

groups according to how they are related, ascertained from previous literature 

review study. In Table 2.3 each group of key conditions is visualised through 

the use of dashed frames.  

 

The third element of The IS OUT Framework constitutes the interrelations 

among the dimensions. The conceptual framework includes in total 22 inter-

relations, which are presented as tentative interrelations among the dimensions 

(for a description of the interrelations see Appendix B). In other words the 

interrelations should not be perceived as definitive interrelations but rather as 

potential interrelations aimed to provide insights into how dimensions may 

relate to each other. Thus, the dimensional interrelations in The IS OUT 

Framework illustrate that the dimensions, and in particular the key conditions, 

cannot be studied in isolation but have to be understood in relation to the 

specific context of the IS outsourcing process. To exemplify, the performance 

may be different in a global context in comparison with a domestic context.  

 

2.1.2 Graphical representation of The IS OUT Framework 

The IS OUT Framework has so far mainly been textually presented. Figure 2.2 

provides the graphical representation of The IS OUT Framework. To improve 

and make the constituent elements of The IS OUT Framework clearer the 

notations ‘two-sided dashed arrows’ (denoting interrelations), ‘KC’ (denoting 

key condition) and ‘D’ (denoting dimension) are added to the graphical 

representation of The IS OUT Framework, first presented in Bergkvist (2008). 

The client–IS supplier relationships are placed at the centre of Figure 2.2 to 

illustrate their central position in The IS OUT Framework. The relationships 

are surrounded by the nine dimensions where the two-side dashed arrow 

between the relationships and each dimension indicates that the dimensions, 

and in particular the key conditions, have been identified in a relationship per-

spective. The interrelations between the dimensions can thus be explained as 

based on a relationship perspective. Consequently, the two-side arrows further 

illustrate the interrelation among dimensions, key conditions, and client–IS 

supplier relationships. 
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Table 2.3: Dimensions and key conditions in The IS OUT Framework (to be 
continued) (Bergkvist, 2008, pp. 202-203) 

Dimension Key conditions Research 

Environment 

 Culture 

 Geographical 

location of key 

actors 

 Time zone 

differences 

 Social system 

 Technical 

infrastructure 

 Position in the 

manufacturing 

channel 

 Firm 

 competition 

 Market 

 structure 

 Legislation 

 Market 

dynamism 

 Market 

internalisation 

Håkansson (1982), Carmel 

(1999), Kern & Willcocks 

(2001), Rottman & Lacity (2008) 

Atmosphere 

 Conflict 

 Cooperation 

 Mutual 

dependency 

 Power 

 Coordination 

 Congruence  

 Consensus 

 Mutual benefit  

 Mutual business 

understanding 

 Cultural 

compatibility 

 Age of 

relationship 

 Benefit and risk 

sharing 

 Knowledge 

 sharing 

 Reliability 

 Commitment 

 Trust 

 Win-win 

 mentality 

Håkansson (1982), Morgan & 

Hunt (1994), Kern & Willcocks 

(2001), Zhu et al. (2001), 

Kinnula & Juntunen (2005), 

Blumenberg et al. (2008) 

Contract 

 Built-in 

flexibility 

 Exchanges 

 Expectations 

 Requirements 

 Contract 

 conformity 

 Firm strategies 

 IS outsourcing 

 strategies’ 

 alignment 

 Legally bond 

promises 

 Variables of 

measurement 

Kern & Willcocks (2001), Ali 

Babar et al. (2007), Fisher et al. 

(2008) 
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Table 2.3  (continuation): Dimensions and key conditions in The IS OUT Framework 
(to be continued) (Bergkvist, 2008, pp. 202-203) 

Dimension Key conditions Research 

Interaction 

 Adaptation 

 Institutionalisation 

 Capability 

 Inconsistency 

 Mutuality 

 Particularity 

 Financial 

exchange 

 Information 

exchange 

 Service exchange 

 Social exchange  

 Communication 

Håkansson (1982), Ford et 

al. (1990), Kern & Willcocks 

(2002), Van der Valk et al. 

(2008) 

IS 

 IS activity 

 ISD strategy 

 IS life cycle 

approach 

 IS framework 

Lee et al. (1999), Fitzgerald 

et al. (2002), Hirschheim 

(2006), Wüllenweber et al. 

(2008) 

Management 

 Complexity 

 Stability 

 Team building 

 Control 

 Contract 

management 

 Financial 

management 

 Knowledge 

management 

 Performance 

management  

 Project 

management 

 Resource 

management 

 Strategic 

management  

 Time 

management 

 Quality 

management 

 Working 

relationship 

management 

 Governance 

 Support from top 

management  

 The special case 

of IS outsourcing 

 Management fit 

 Management 

strategy 

McFarlan & Nolan (1995), 

Carmel (1999), Henderson & 

Venkatraman (1999), Kern & 

Willcocks (2001), Alborz et 

al. (2003), Cullen et al. 

(2005b), Cadle & Yeates 

(2001), Blumenberg et al. 

(2008) 

 

Outcome 

 Expectation 

realisation 

 Satisfaction 

 Performance 

 Service quality 

 Relationship 

quality 

 Transaction cost 

 Customisation 

 Uncertainty 

reduction 

Lee & Kim (1999), Kern & 

Willcocks (2001), Fabriek et 

al. (2008), Siakas & Siakas 

(2008) 
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Table 2.3  (continuation): Dimensions and key conditions in The IS OUT Framework 
(Bergkvist, 2008, pp. 202-203) 

Dimension Key conditions Research 

Behaviour 

 Communication 

quality 

 Confidence 

 Cultural 

understanding 

 Honesty 

 Openness 

 Investments 

 Key actors 

 Firm size 

 Participation 

 Personal visits 

Andersen (1994), Lacity & 

Willcocks (2000), Kinnula & 

Juntunen (2005), Nguyen et al. 

(2006), Ali Babar et al. (2007), 

Cong & Chau (2007), Blumenberg 

et al. (2008) 

Organisation 

 Balance among 

firm levels 

 Firm strategies’ 

alignment 

 Firm 

strategies’ 

integration 

 Agility 

 Flexibility 

Rhenman (1969), Österle (1995), 

Henderson & Venkatraman 

(1999), Nilsson (2001), Lindstrom 

& Jeffries (2004), Bieberstein et al. 

(2005), Cox & Kreger (2005) 

 

The Environment dimension is located “outside” the IS outsourcing process as 

it represents the environment in which the process is practised. The other 

dimensions are positioned in the IS outsourcing process as they can be under-

stood as internally revealed. The characteristic of the Actor-specific dimensions, 

that is, Behaviour and Organisation, focusing the individual firm in a client–IS 

supplier relationship, is illustrated in Figure 2.2 through the individual firm as 

represented by key actors at different firm areas.  

 

In other words, the Actor-specific dimensions could be explained as focusing 

on intra-firm interactions, or relationships. Studying the IS outsourcing process 

from an Actor-specific perspective can thus increase the understanding of how 

intra-firm relationships influence inter-firm relationships. The Relationship-

specific dimensions, that is, Atmosphere, Contract, Interaction, IS, Manage-

ment, and Outcome, mainly focus on the client–IS supplier relationship and the 

inter-firm relationships. Investigating the IS outsourcing process using the 

Relationship-specific dimensions can therefore increase the understanding of 

the role of inter-firm relationships for achieving a successful outcome of the IS 

outsourcing process. 

 

It is thus suggested that The IS OUT Framework should constitute the know-

ledge base and/or analysis model in future research on the successful outcome 

of the IS outsourcing process. As previously described, the conceptual frame-

work can be used in its entirety or parts of it can be focused on through the dif-
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ferent dimensional perspectives. Such investigations would contribute further 

knowledge on how Contextual, Relationship- and Actor-specific key conditions 

influence the degree of successful outcome of the IS outsourcing process.  

 

 

Figure 2.2: Graphical representation of The IS OUT Framework (adaptation of Bergkvist, 

2008, p. 225) 

 

2.2 The IS OUT Framework in relation to recent research 

Recent research here spans the period from the year of the publication of The 

IS OUT Framework (2008) and to the late 2013. The review of recent research 

on IS outsourcing, and in particular on the successful outcome of IS 

outsourcing, points to a few, although relevant, knowledge extensions in 

comparison with The IS OUT Framework. The contributions in recent re-

search and in relation to The IS OUT Framework are summarised in Table 2.4. 

One contribution in relation to The IS OUT Framework is the investigation of 

conditions influencing IS outsourcing success and how these relate to different 

phases of IS outsourcing (Yalaho, 2009; Kronawitter et al., 2013). As a result of 

relating success conditions to different phases in a generic IS outsourcing 

process as well as focusing on their implications for the process practice, the 

contributions are believed to constitute means of improved management.  
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Owing to the unique properties of IS, such as being complex and constantly 

subject to change, and dimensions of distance (geographical, temporal, culture), 

coordination of work is a primarily managerial challenge in IS outsourcing, and 

global IS outsourcing in particular (Willcocks et al., 2011). In their research 

Willcocks et al. (2011) discuss how different mechanism for coordination need 

to be adapted to fit globally distributed team work. To coordinate work in 

globally dispersed teams, mechanisms are related to technology, organisation 

design, work practices, and social practices. Technologies should enable access 

and dissemination of knowledge through intranets, knowledge databases, colla-

borative techniques and social media. The organisational design should provide 

a structure which facilitates knowledge flows among dispersed teams. Such an 

organisational structure should include how responsibilities are shared among 

team members and a communication plan to inform who is supposed to com-

municate with whom. Work practices improving coordination include the use 

of specifications, proposals and prototypes to capture and make knowledge 

explicit across organisational boundaries. Social mechanisms include to a great 

extent practices of face-to-face communication and engagement in joint social 

practices for the establishment of a shared understanding of expectations and 

for the development of working relationships. Research indicates the impor-

tance of social coordination mechanisms throughout the whole life-cycle of 

client–supplier relationships which in turn require dedicated management 

(Oshri et al., 2008). The coordination mechanism could be explained as crucial 

knowledge management mechanisms for improved coordination in IS outsour-

cing, and global IS outsourcing in particular. 

 

For the purpose of facilitating coordination of work, individuals on each side of 

client–IS supplier relationships should be assigned the role of contact person. 

The role is commonly referred to as cultural liaison (Krishna et al., 2004) or co-

ordinator and includes mastering different boundary-spanning activities such as 

bridging cultural disparities, managing inter-organisational communication, faci-

litating the building of inter-organisational relationships and knowledge ex-

change (Levina & Kane, 2009). Thus, the main purpose of boundary-spanning 

activities is to bridge boundaries associated with geographical dispersion. In 

recent research, boundary spanning is extended to include a ‘process of creoli-

sation’, as the authors phrase it (Abbott et al., 2013), including the boundary 

spanning role ‘creole’. In comparison with the general idea of boundary 

spanning, emphasising the bridging of boundaries or gaps between organisa-

tions, creolisation includes the creation and reconfiguration of spaces in which 
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new and blended activities can occur such as the development of new practices 

(Abbott et al., 2013). More precisely, this includes practices that seek to proble-

matise spaces where differences occur (e.g. cultural differences) by viewing the 

spaces as areas of negotiation, learning, and creativity where different per-

spectives are embraced. In the role of the creole this implies the mobilisation of 

local resources, understanding of multiple cultural roles, and the positions and 

the translation of these into ordinary day-to-day work (Abbott et al., 2013).  

 

Recent research on IS outsourcing has to some extent focused on determinants 

of the outsourcing outcome (Lacity & Willcocks, 2012a; Lacity et al., 2012a). 

Lacity and Willcocks (2012a) group determinants of success in four categories: 

Contractual Governance, Relational Governance, Client Retained Capabilities 

and Provider Capabilities. Research (Lacity et al., 2012b; Qi & Chau, 2012) on 

the relationship between contractual governance and relational governance 

points to their complementing characteristics, implying that “the best outsour-

cing relationships are based on sound contractual governance and on strong 

relational governance” (Lacity et al., 2012b, p. 23). Contractual governance de-

notes the formal, written rules that bond and govern the client–supplier 

relationship. Based on previous research they conclude that more detailed, 

shorter-term, and higher-valued contracts are significantly associated with 

positive IS outsourcing outcomes (Lacity & Willcocks, 2012a). More precisely, 

this includes that contracts should define the scope of the services, service 

levels, and responsibilities of both actors, range no longer than a period of five 

years and be of high value. The reason for higher-valued contracts being 

associated with positive outcomes is because transactions costs associated with 

outsourcing are spread over a greater volume of work (Lacity & Willcocks, 

2012a). Relational governance can be described as covering unwritten, worker-

based, softer issues in the management of relationships. Their research shows 

that a high level of relational governance has positive impact on outsourcing 

success. Particularly effective knowledge sharing, communication, trust, and a 

partnership view are associated with IS outsourcing success.  

 

Relationship quality, operationalised in terms of cooperation, trust and mutual 

understanding, is further found significantly related to IS outsourcing success 

(Swar et al., 2012). Other relational-oriented success conditions, or dimensions 

using the words of the authors, in IS outsourcing include commitment and 

conflict (Haried & Ramamurthy, 2009).  
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Table 2.4: Recent IS outsourcing research and in relation to The IS OUT Frame-
work 

Concern Knowledge extension Research 

The conditions 

sustaining success in 

a generic IS 

outsourcing process 

Presents core success conditions and their ten-

tative relevance within a generic IS outsourcing 

process. Presents implications for the perfor-

mance of the IS outsourcing process. 

Kronawitter et al. 

(2013), Yalaho & 

Nahar (2009)  

Knowledge 

management 

mechanisms for 

improved 

coordination in 

distributed team 

work 

Important coordination mechanisms in distri-

buted teams covering technology, organisation 

design, work practices, and social practices. 

Management of these mechanisms to fit distri-

buted team work in practice relates primarily to 

the post-contract stage of the IS outsourcing pro-

cess. 

Willcocks et al. 

(2011) 

Bridging 

organisational 

boundaries in cross-

cultural collaborative 

engagements 

The role of boundary spanning is generally recog-

nised as crucial in cross-cultural work. The role of 

the boundary spanner is however recommended 

to be extended not only to emphasise the 

bridging of inter-organisational, inter-cultural 

gaps but also to embrace the multiple 

perspectives in inter-organisational collaboration 

for the development of blended activities and 

new practices. In this role the boundary spanner 

is important throughout the whole life-cycle of 

inter-organisational work. 

Abbott et al. 

(2013) 

Determinants of the 

successful outcome 

of IS outsourcing  

Determinants of success in a client–supplier rela-

tionship relate to contractual and relational gover-

nance, where determinants function as comple-

ments rather than substitutes. Contractual gover-

nance includes determinants of contract detail, 

contract duration, and contract size, measured as 

the total value of the contract in monetary terms. 

Relational governance includes determinants of 

knowledge sharing, communication, trust and 

partnership view. 

Lacity et al. 

(2012b), Lacity & 

Willcocks 

(2012a), Qi & 

Chau (2012) 

Relational-oriented 

conditions for IS 

outsourcing success 

Relational-oriented success conditions in IS out-

sourcing include relationship quality (cooperation, 

trust, mutual understanding), commitment and 

conflict (conflict management). 

Swar et al. (2012), 

Haried & 

Ramamurthy 

(2009) 

 

Commitment concerns actors’ shared values and governance structures, and 

their joint investments in the relationship (Dwyer et al., 1987). The more com-

mitted the actors are to each other, the more willing they are to devote re-

sources and effort to sustain an on-going relationship (Haried & Ramamurthy, 
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2009). Conflict refers to the overall level of disagreement between actors and 

covers issues such as goals, roles, procedures for way of working and contract 

operationalisation (Kern & Willcocks, 2002). Constituting a relational-oriented 

success condition, conflict includes the importance of conflict management for 

relational success. 

 

2.3 The IS OUT Framework in relation to the present study 

In this concluding part the framework is discussed in relation to how it has 

informed this study. The IS OUT Framework can be described as constituting 

the input to the present study. More specifically, it has guided the selection of 

the research approach, the research design and how the research process has 

been performed. The research approach is a result of the ambition to study the 

IS outsourcing process in a real-life context, which includes the possibility to 

study it through the eyes of the actors. In line with the purpose of this study, a 

qualitative case study approach has been chosen. In the application of a case 

study approach, The IS OUT Framework has informed the selection of case as 

it frames the setting that the selected case should provide (this is further 

described in Section 3.2.4). 

 

As this research study aims to contribute to the reconsideration of The IS OUT 

Framework, it has further been used as guidance during the research design. 

More specifically, the units of analysis are a result of the application of The IS 

OUT Framework (further described in Chapter 3 and applied in Chapter 6). 

Furthermore the research process has been framed by The IS OUT Framework 

as it has been used as guidance during  

 the development of the interview guide (the dimensions constitute 

themes in the interview guide) (further described in Section 3.3.2), 

 the data collection (further described in Section 3.3), 

 the structuration of empirical case study data (further described in 

Section 3.4 and result presented in Chapter 5), 

 the production of empirical descriptions (the dimensions constitute 

principle of structuration) (further described in Section 3.4.4 and result 

presented in Chapter 5), 

 the data analysis (The IS OUT Framework has constituted part of the 

theoretical frame of reference) (further described in Section 3.4.5) and 

 the interpretation of data (further described in Section 3.4.5). 
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3 Methodological considerations 

 

This chapter describes the methodological considerations in relation to studying the ISOP in a 

client–supplier relationship. The research approach, the research design, data collection, and 

analysis of case study data are accounted for in detail. The research approach in the form of a 

qualitative and interpretive case study is motivated by the purpose of this research. As part of 

the research design, the units of analysis and the selection of case are presented and discussed. 

Then the presentation of data collection and analysis follow and finally some evaluative 

comments on the study are presented.  

 

 

3.1 The research approach 

This research study is an example of the kind of research where a phenomenon 

is understood by studying it in its context. When research aims at increasing 

understanding about a phenomenon, a qualitative research approach is the best 

choice. As this study aims to increase the understanding of IS outsourcing and 

more precisely of the ISOP, this phenomenon is preferably explored in its 

natural settings. This means studying the ISOP from the points of view of the 

actors, who are the ones performing the process in a particular social context 

(Kaplan & Maxwell, 1994). Thus, for the purpose of this study, the choice of a 

qualitative research method is most fruitful. The perceived strengths of 

qualitative research, such as the opportunity to study the ISOP through the eyes 

of the actors, would have been lost in the choice of a quantitative research 

method. In the following text the case study approach is described together 

with its appropriateness in relation to this study. 

 

3.1.1 A case study approach 

Case study research is a well-established methodology within the IS research 

field (Dubé & Paré, 2003) as well as within IS outsourcing research (Lacity et 

al., 2010). Consequently, the research method as such does not have to be 

justified.  

 

Case study research is preferred when the researcher wants to investigate a 

contemporary phenomenon within its real-life context. More specifically, the 

boundaries between the phenomenon and the context should not be clearly 
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evident (Yin, 2003) as it almost never is in real-life situations. In other words, 

case study research is preferred when the researcher believes that contextual 

conditions are highly relevant for increasing the understanding of the pheno-

menon of study. Case study research thus aims for in-depth understanding of 

the context surrounding the studied phenomenon (Cavaye, 1996). In other 

words, case study research is justified for the ambition of providing a rich 

picture of a particular situation (Easton, 2010). It has been argued that the 

importance of understanding the context is related to the human and organisa-

tional aspects of the phenomenon studied (Cavaye, 1996). From this point of 

view, case study research is claimed to be an appropriate strategy in the field of 

IS. Another distinguishing feature of case study research is the employment of 

multiple data collection methods (Benbasat et al., 1987; Yin, 2003). Ideally, at 

least two of the following sources should support the research findings; docu-

mentation, archival records, interviews, direct observations and/or physical 

artefacts. Case study research thus increases the possibility of data triangulation, 

which has been pointed out as one of the unique strengths in case study 

research (Yin, 2003). In light of the complexity and the context of the ISOP, a 

case study approach is found to be an appropriate research strategy.  

 

Some critique has been levied at case study research. One of the main objec-

tions is that case studies provide little basis for scientific generalisation, and in 

particular statistical generalisation (Walsham, 1993; Yin, 2003, p. 10). In their 

research Lee and Baskerville (2003), however, argue for four types of 

generalisation, where statistical, sampling-based generalisation constitute one 

type. Based on their generalisability framework, this research can be defined as 

an example of type ‘ET generalisability’ (Lee & Baskerville, 2003), or ‘analytical 

generalisation’ (Yin, 2003), which includes generalisation from empirical 

descriptions to theoretical statements. An example of analytical generalisation is 

when theoretical propositions, based on a specific case, are related to a theo-

retical framework. Similar to the case research of Fisher et al. (2006) and 

McIvor et al. (2009), this study uses a conceptual framework, The IS OUT 

Framework, as the knowledge base for studying the ISOP. Thus, the analytical 

generalisation in this study involves the possibility to generalise the result 

regarding key conditions’ relation to the ISOP into a reconsideration of The IS 

OUT Framework.  

 

The IS OUT Framework can be described as a valuable initial guide, which 

creates a theoretical knowledge base informing the early empirical work (cf. 
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Walsham, 1995). The danger with such a theoretical framework is that the re-

searcher only sees what the theory suggests (Maxwell, 1992). However, as the 

purpose of the doctoral thesis indicates, this research includes development, 

validation and reconsideration of The IS OUT Framework, which indicates the 

equal importance of theory and empirical data. This result in an interplay 

between theory and empirical data, thus expanding, revising or abandoning the 

initial knowledge base (cf. Walsham, 1995). In the following section the inter-

pretive stance of the case study approach adopted in this study is presented. 

 

3.1.2 An interpretive case study 

Qualitative case study research can be classified as positivist, critical, or inter-

pretive (Klein & Myers, 1999). The research approach applied in this study can 

be described as a qualitative case study approach with an interpretative stance. 

The philosophical assumptions of interpretivism can be described in terms of 

ontology, the nature of being. Interpretative researchers generally adopt one of 

the two positions internal realism and subjective idealism (Nandhakumar & 

Jones, 1997). Adopting an internal realism position implies that the researcher 

considers reality as an inter-subjective construction shared between individuals. 

In subjective idealism the reality is viewed as a personal construct of each indi-

vidual. Building upon these philosophical assumptions, the understanding of 

social phenomena always involves interpretations. Further, the philosophical 

assumption of the interpretive IS researcher is recognised through the belief 

that each person is part of constructing his or her own reality (Walsham, 1995). 

The importance of studying the ISOP in practice is related to the creation of an 

overall understanding of the phenomenon. In other words practitioners’ ex-

perience of being part of IS outsourcing is believed to be a fruitful complement 

to the knowledge base provided in The IS OUT Framework.  

 

In interpretive research, it is the perspective of those studied that are of interest 

(Orlikowski & Baroudi, 1991; Alvesson & Sköldberg, 1994). Further, in 

interpretive research a phenomenon is understood through the meanings that 

people assign to it. In other words, in interpretive research a phenomenon is 

best understood when studied in the context of the phenomenon. When 

context is used to seek meaning, social and historical issues need to be reflected 

to understand the current situation. From this point of view, it is important for 

me as an interpretive researcher to be responsive to what is actually told by the 

respondents. It is especially important to identify social and historical issues 
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that may have influenced the performance of the studied ISOP. As people are 

active makers of their social reality, organisational patterns are constantly 

changing. Thus in the eyes of the interpretive IS researcher, organisations are 

dynamic where relationships between people, organisation and technology are 

constantly changing (Klein & Myers, 1999).  

 

In interpretative research the interpretation can be described as composed of 

two stages of interpretation (Nandhakumar & Jones, 1997). Firstly, it is the 

individuals that are part of the social phenomenon under study that interpret 

their situation. Secondly, it is the researcher who interprets the situation told by 

the individuals. The assumptions that the individuals’ interpretations are sub-

jective or inter-subjective also suggest that the interpretations are formed as a 

result of individuals’ experiences in a certain context. Against this background it 

can be assumed that doing interpretive research requires access to individuals in 

their natural settings. 

 

As the interpretive researcher has gained access, another difficulty unfolds: the 

understanding of the situation retold by the individuals. The understanding can 

be limited in a number of ways (Nandhakumar & Jones, 1997): 

 The difficulty of understanding a certain social setting described by 

individuals and based on their interpretations of the particular setting. 

 The individuals’ interpretations are not representative for what actually 

goes on. Instead of giving a description of the situation as such the 

individuals describe the situation as it ought to be. 

 The individuals deliberately seek to mislead the researcher. This could be 

the case when individuals perceive that the situation is too sensitive or 

are restricted due to secrecy.  

 

These limitations can be overcome through continuous interaction with the 

individuals over time since this may reveal any deceptions in the retold version 

of the situation. In this case study the overall understanding of the ISOP is a 

result of including individuals with different work tasks and responsibilities in 

the ISOP. As a result of including individuals with different viewpoints of the 

ISOP, this has facilitated the identification of deception and ambiguousness in 

the interview material. In other words, since none of the interviews diverge 

remarkably from the others this way of selecting respondents is believed to 

have promoted the accurate understanding of the studied phenomena. 
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The interpretive researcher needs further to be aware of his/her prior 

assumptions, beliefs, values and pre-understandings and how these influence 

the interpretations (Orlikowski & Baroudi, 1991; Klein & Myers, 1999). 

Walsham (1995, p. 77) describes the difficult role that the interpretive re-

searcher has: “Interpretive researchers are attempting the difficult task of 

accessing other’s interpretations, filtering them through their own conceptual 

apparatus, and feeding a version of events back to others.” Thus it seems a 

difficult task to reach a value-neutral approach during the collection and 

analysis of data as the researcher cannot disregard his/her own subjectivity. In 

this research the design of the case study is partly guided through the use of 

The IS OUT Framework. Consequently, it would be misleading to say that The 

IS OUT Framework has not in any way influenced my interpretations during 

the case study. However, as the main intention with the case study is to receive 

valuable insights into how The IS OUT Framework can be further developed, I 

have tried to be as open-minded as possible. The ambition, in other words, has 

not been just to verify The IS OUT Framework but to identify conditions in 

the researched setting that contribute to the understanding of ISOP success. 

The interview guide was therefore designed to focus on different dimensions 

for studying the ISOP rather than including a set of structured questions.  

 

The intention of the interpretive case study is to reach a deeper understanding 

of a phenomenon which then can be used to inform other settings (Orlikowski 

& Baroudi, 1991). In this study, the importance of studying the ISOP in its 

context is related to several reasons. For instance, the experiences of the actors 

performing the process are fruitful for understanding their role in the ISOP. 

Further the research aims at contributing how different actors convey IS 

outsourcing success. To be able to provide conclusions related to how ISOP 

success can be enabled, the experiences of those who have been part of this 

process are thus crucial. 

 

3.1.3 Single case research 

The recommendation when doing case study research is to include several cases 

as it enables cross-case analysis (Benbasat et al., 1987). Initially the ambition of 

the case study was to include at least two cases, which would allow for a com-

parison between different performances of the ISOP. As parts of the empirical 

study had been completed, it was however decided that the forthcoming 

analysis should focus on one of the two cases. This was a decision based on the 
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author’s desire to investigate the performance of the ISOP in-depth as well as 

on practical restrictions. An in-depth investigation would not have been 

possible if the analysis had included two different cases. This is mainly a result 

of the amount of data collected for each case as well as the limited time for the 

doctoral study.  

 

As mentioned above, a single case study enables the researcher to investigate a 

phenomenon in-depth (cf. Levina & Su, 2008). With this is meant that the 

researcher can get close to the phenomenon, enabling rich descriptions and 

deep understanding (Cavaye, 1996; Easton, 2010). A rich description of how 

the ISOP was performed is given as a result of the comprehensive description 

of the case presented in Chapter 5. The description includes for example 

empirical summaries of the interviews with the respondents. Instead of just 

picking out fragments from the interviews, empirical summaries of the 

respondent’s experiences were chosen as they are believed to provide a more 

holistic view of how the ISOP was performed. Such a holistic and rich 

description intends to contribute to a detailed picture of the ISOP in the 

studied case (cf. Easton, 2010), extending the existing knowledge base of the 

ISOP. Further such a description gives the readers the chance to determine the 

adequacy of the interpretations. 

  

The single case study also makes it possible to include more than one unit of 

analysis within the case (Cavaye, 1996). This is something that has been 

embraced in this study. In total five units of analysis are embedded in the case. 

The inclusion of several units of analysis has made it possible to investigate the 

ISOP from different point of views where the contributions provide a sound 

base for theoretical propositions. However, it should be recognised that the 

complexity of the analysis has increased with the number of units of analysis.  

 

The perceived weakness of a single case design is that it does not include the 

possibility to analyse data across cases. In other words it is difficult to verify 

that the findings are valid in other settings than the researched one. Conse-

quently, a multiple case design is preferable if more general research results are 

aimed for (Benbasat et al., 1987). The single case study is useful at the outset of 

theory generation and when the ambition is that the single case study should be 

followed by a multiple case design. From the point of view of this study, the 

single case study aims at contributing valuable insights to the reconsideration of 

The IS OUT Framework. For future research a multiple case study design 
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could be applied where the reconsidered IS OUT Framework could be applied 

to different settings with the ambition to generate theory.  

 

3.2 The research design 

Yin (2003, p. 20) describes the research design as a “logical plan for getting 

from here to there”. The main purpose of a research design as a logical plan is 

to make sure that the data addresses the research purpose and/or research 

questions. To get there the case study design should embrace five components 

(Yin, 2003, p. 21): 

1. a study’s questions, 

2. its propositions, if any, 

3. its unit(s) of analysis, 

4. the logical linking of the data to the propositions, and 

5. the criteria for interpreting the findings. 

 

The five components are briefly described below and in relation to how they 

are addressed in this study.  

 

The first component, clarifying the research questions, is related to the importance of 

framing the research and the case study design. The case study should thus be 

designed in a way that makes sure that research contributions address the re-

search questions. This study is framed by a purpose, described and approached 

in a way that made the formulation of research questions seem unnecessary.  

 

To write down propositions is one way for the researcher to put in words where 

he/she is heading. The formulation of propositions forces the researcher in the 

right direction, both when it comes to theoretical issues and for the collection 

of data. In other words, specific propositions help to identify the relevant 

information. This study makes use of theoretical propositions as the case study 

is guided by The IS OUT Framework. With this is meant that the framework 

has guided the development of the interview guide, the structuring of the 

empirical material and constituted part of the theoretical frame of reference 

during the data analysis. The use of The IS OUT Framework as guidance 

during the case study seems appropriate as case study results are expected to 

contribute to the reconsideration of The IS OUT Framework.  
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The selection of unit of analysis can only be done as a result of framing the case 

study, that is, specifying the research purpose and/or research questions. This 

study includes five units of analysis, which are a result of the formulated 

research purpose and The IS OUT Framework (see section 3.2.1 below for a 

description and motivation of the units of analysis). Regarding the fourth and 

fifth component of the case study design, there is no developed and defined 

way for how these should be conducted. Linking data to propositions (or as in this 

research study to a conceptual framework) can be done in a number of ways. 

The process of pattern matching, where pieces of information from the same 

case study are related to some theoretical propositions, is however a commonly 

used data analysis technique for case studies (Yin, 2003). In the same way as 

there is no “right” way for linking data to propositions, there is no single and 

correct criteria for interpreting case study findings. The criteria for interpretation 

could, for example, be to find similarities, differences and/or contrasting 

patterns. The data analysis in the present study cannot be explained through the 

use of one analysis method but rather through an influence of different analysis 

methods. A more thoroughly description of the analysis and the interpretation 

of case study findings are given in section 3.4.5. 

 

3.2.1 The units of analysis 

The unit of analysis is the subject that is the focal point of the study, that is, the 

subject that you want to say something about (Yin, 2003). Patton (2002, p. 229) 

writes “The key issue in selecting and making decisions for the appropriate unit 

of analysis is to decide what it is you want to be able to say something about at 

the end of the study.” One way of increasing the understanding of IS out-

sourcing success is through the identification of key conditions related to the 

ISOP. The adoption of a relationship perspective includes that the unit of 

analysis for the identification of key conditions is the client–supplier relation-

ship. To be able to understand how the identified key conditions relate to the 

ISOP, other units of analysis are selected. As previously mentioned the choice 

of embracing a single case design enables the inclusion of more than one unit 

of analysis. In other words the single case design makes it possible to study the 

ISOP from different point of views. In this study represented by: 

 the organisational levels (strategic, operative, systems) 

 the actors (client, supplier, IS user) 

 the phases of the ISOP (evaluation, negotiation, transition, and middle 

phase) and 
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 the IS outsourcing relationships 

 

Based on empirical data it is possible to explore how key conditions are related 

to the ISOP using the different units of analysis. The units of analysis are 

further motived on the basis of The IS OUT Framework where the organisa-

tional levels (in The IS OUT Framework referred to as areas), actors, the ISOP, 

and the IS outsourcing relationship constitute important elements.  

 

3.2.2 Description of conducted literature reviews 

The thesis includes a thorough literature review study, conducted as part of the 

licentiate study. Besides the thorough literature review, the thesis includes some 

additional literature reviews. According to Webster and Watson (2002), there 

are different intentions with a literature review study. A reason can be the 

researcher’s desire to synthesise previous research on a specific topic and 

present it in the form of a conceptual framework (cf. the licentiate study). The 

second reason originates in an emerging issue that would benefit from 

theoretical foundation. The literature review study in the present study is mainly 

the result of the latter reason and therefore also characterised as on-going 

literature searches throughout the study.  

 

In the licentiate study the ISOP was described with the ambition to provide an 

overview of the studied phenomenon. The description in the licentiate study is, 

however, not perceived as providing a sufficient level of details – especially as 

this research aims to increase the understanding of the IS outsourcing as an 

inter-organisational process. For the purpose of describing and explaining the 

ISOP, business process literature has been reviewed. Further, this included 

reviewing previous research describing and explaining IS outsourcing as a 

process. Finally, as a result of the abductive character of the data analysis, that 

is, the interplay between theoretical descriptions and empirical data, the analysis 

involved reviewing literature to explain empirical findings. The three literature 

reviews initially described above are further explained in the subsequent 

sections. 

 

Literature review: the application of a process perspective 

The purpose of applying a process perspective is partly to establish a sound 

base for the presentation of IS outsourcing as an inter-organisational process, 
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and partly to address what to perform, by whom, and how. In other words, the 

ambition was not to conduct a thorough literature review study on different 

process perspectives, but to present a fruitful basis that can be used as a guide 

to an increased understanding of IS outsourcing as an inter-organisational 

process. A sound base should preferably include how the ISOP can be 

presented in terms of crucial elements and contextual conditions influencing 

business processes in general.  

 

The identification of business process literature started with recommendations 

from research colleagues. Beginning with these recommendations made it 

possible to identify other literature by reviewing included references. The app-

lied process perspective is primarily based on previous research on business 

processes and includes literature that is used in different consolidations such as 

academic programs, and further written by prominent persons within the IS 

discipline.  

 

Literature review: previous research on the process of IS outsourcing 

The paper written by Prikladnicki and Audy (2010) constituted a starting point 

for the literature review on IS outsourcing as a process. The authors have con-

ducted a systematic literature review to find evidence regarding process models 

for the practice of distributed software development. A total of 26 papers were 

screened and subject of in-depth analysis. Among their results was the infor-

mation about papers including a proposed process model and papers proposing 

a need for such models. Going through the list of papers given in Prikladnicki 

and Audy (2010), this facilitated the collection of relevant paper in a first step.  

 

The initial literature search continued by searching through some specific 

databases, which were selected according to their outspoken focus areas; in this 

case the selection criteria constituted the database’s relevance to the field of 

Information Systems. The databases included were Scopus, Inspec and 

Business Source Premier. The different searches followed the search command 

given below:  

 

outsourcing AND (information OR systems OR development OR 

maintenance OR operation) AND x within (wn) Subject/Title/Abstract 
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where x = process, capability, maturity, stage, model and framework, 

respectively, in eighteen19 different search sessions. 

 

The search process began by including the search term process in the search 

command above. In the first stage papers were selected according to their title 

and abstract, and if these included the terms process, model, or framework. If 

the abstract addressed the inclusion criteria, which in this case was the 

description of a process model/framework type, the paper was read more 

carefully. The search process was conducted in June 2011 and complemented in 

April 2013 as well as in October 2013.  

 

Further articles published in the journal Strategic outsourcing: an international journal 

were gone through. The journal search spanned from January 2008 until June 

2011. The search span is a result of the fact that the first issue of the journal 

published online was in 2008. An additional search was done in April 2013, 

spanning from June 2011 to April 2013.  

 

The IS outsourcing process described in the licentiate study is derived from 

Lacity and Willcocks (2000). Since the authors were two of the pioneers 

describing the process of IS outsourcing, a literature search was conducted to 

investigate if the authors have published something further on this pheno-

menon after the year 2000. The search was on ‘author Lacity’ and ‘author 

Willcocks’ respectively in the databases Scopus, Inspec and Business Source 

Premier. The searches spanned from January 2000 until June 2011. An 

additional search was done in April 2013 and October 2013, limited to include 

publications from 2008 until 2013.  

 

The searches presented above resulted in about 15 carefully read papers. While 

some authors (Zeng, 2003; Cullen et al., 2005a; Yalaho, 2006; Lee, 2008) 

focused on IS outsourcing using a similar process perspective as applied in this 

study others focused on IS outsourcing capabilities (Ranganathan & Balaji, 

2007) and process maturity (Ramasubbu et al., 2005) as well as critical success 

conditions during IS outsourcing (Rajabzadeh et al., 2008). Other identified 

papers resulting from the search command including the search term process 

focused on outsourcing and outsourcing relationships from different process 

perspectives such as social process modelling (Heiskanen et al., 2008), the 

interaction process and process theory (Han et al., 2008), drivers of outsourcing 

                                                 
19

 Three search sessions for each search term (=x), one for each included database. 
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processes (Mol & Kotabe, 2011), BPM of IS outsourcing (Agarwal & Bajaj, 

2008) and standardisation of business processes (Wüllenweber et al., 2008). 

These papers were however assessed as not relevant for the purpose of 

describing and explaining IS outsourcing as a process.  

 

Literature review: theoretical explanation of empirical findings 

The data analysis is composed of two parts where the first part includes the 

identification of key conditions as a result of the case study. Some of the key 

conditions identified cannot be explained through The IS OUT Framework but 

are however found as important conditions in the IS outsourcing literature. 

Consequently, additional literature reviews had to be performed to identify how 

these key conditions are described from a theoretical point of view. The key 

conditions that needed to be reviewed from a theoretical perspective included 

‘transition strategy’, ‘risk management’, ‘relationship’, ‘relationship manage-

ment’, ‘responsibility’, ‘language’, ‘face-to-face meetings’, ‘boundary spanning’, 

‘boundary spanner’, ‘change management’, ‘knowledge’, and ‘personal skills’. 

Searches were done using the databases Scopus, Inspec and Business Source 

Premier. The different searches followed the search command ‘IS outsourcing 

AND ‘key condition’ within Subject/Title/Abstract/Keywords’, where ‘key 

condition’ was replaced with one of the search terms above.  

 

The database searches were complemented by more informal ways of identi-

fication of relevant literature. To exemplify, references in personal EndNote 

libraries were scanned, previously saved articles in the field of IS outsourcing 

were reviewed as well as saved, search alerts from the databases Scopus and 

Inspec were scanned. Relevant literature was also identified as a result of re-

viewing references in read articles as well as through recommendations of re-

search colleagues. 

 

3.2.3 Case selection 

In case study research the cases should not be looked upon as “sampling units” 

(Yin, 2003, p. 32) but instead the choice of cases should be guided by the way 

in which the case may help to understand the topic studied. Yin (2003) further 

argues that the selection of appropriate cases should be given special attention. 

This may even be more crucial when the research is a single case study. From 

the point of view of this study, it is therefore preferable to choose a case where 
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practitioners have experiences of successfully practising the ISOP under investi-

gation. Furthermore, the practitioners should be willing to share their know-

ledge, opinions, and insights of the researched area.  

 

The process of selecting a case started in May 2008 when I had the possibility 

to present the first part of my research; the licentiate study, and plans for the 

following case study for representatives of a number of known IT firms. The 

purpose of the presentation was to identify a partner interested in being part of 

the forthcoming case study. As a result of this presentation an initial contact 

with one of the present IT firms emerged. The IT firm, referred to as the IS 

supplier henceforth is an example of a large supplier firm operating world-wide 

providing IT/IS services in different sectors. They found the research of 

foremost interest to them, since outsourcing is part of their daily business 

performance. The IS supplier has experiences of both domestic and global 

outsourcing and has acted both in the role as a client and a supplier in different 

IS outsourcing engagements. I was further told that their outsourcing engage-

ments included the outsourcing of activities, such as the ISD, IS operation, and 

IS maintenance management. As a result of my interest in the outsourcing 

relationship they informed me that they always aim at a close collaboration with 

their partners and frequent meetings, both face-to-face and virtually, should 

imbue the daily work. As I desired to collect data in the locations of the 

practitioners it was important during this initial stage to be confirmed the 

possibility to go and visit actors both onsite and at their partners located 

abroad. This introductory contact with the IS supplier was perceived as positive 

partly because it indicated the firm’s high degree of experience of the studied 

phenomenon, and partly because it confirmed mutual interests in the research.  

 

As a result of the established contact with the IS supplier firm (the focal firm in 

the case study), the step to follow included the selection of a suitable case. To 

get there, however, required several meetings with different persons in the IS 

supplier firm. Through the initial contact, I was introduced to the local site 

manager who had to approve the case study. This meeting included the 

presentation of my previous research, my wishes concerning the case study as 

well as how they could benefit from being part of the case study. The case 

included in this study was expected to provide the empirical setting for studying 

the ISOP in a client–supplier relationship. As a result of the presentation we 

discussed possible cases that would fit my research and further the question of 

degree of confidentiality. For reasons of secrecy the focal firm and its partners 
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were assured that they would not be mentioned by their real names. Further, 

the discussion on secrecy concerned the type of information to be included in 

the manuscript and later published. As the site manager found the research 

interesting, I was introduced to two other persons who were more involved in 

on-going outsourcing engagements. These two persons then became my 

primary contact persons at the IS supplier firm. 

 

The period from the first meeting with the site manager until the approval of 

the case study was about two and a half months. As it was formally decided that 

I could perform the case study at the IS supplier firm, I started the collection of 

data shortly thereafter. I was allowed to study two cases of IS outsourcing; one 

case which included the transfer of the support of an internal IT environment 

to a captive centre in the Czech Republic and one case which involved transfer 

of IS management (including ISD and support work) also to a captive centre in 

the Czech Republic. In the second case the transfer was a result of the client’s 

desire to reduce costs related to the management of the particular IS. In other 

words, the second case involved an external client, which was not the situation 

for the first case. Consequently, I had the possibility to study two performances 

of the ISOP although only one is reported on in this study as explained in 

section 3.1.3. The research aims to contribute to the knowledge base of the 

ISOP from a client–supplier relationship perspective and since the latter case 

met this criterion it was selected for this study.  

 

3.2.4 The empirical setting 

The selected case is an example of outsourcing to a captive centre. A captive 

centre could be described as an outsourcing delivery centre, which is based in 

one country and owned by a firm located in another country (Lacity & 

Willcocks, 2012b). Studying outsourcing in the ‘Swedish client–Swedish/Czech 

supplier’ context contributes to previous IS outsourcing research, which 

particularly has studied IS outsourcing from Western clients to Indian suppliers 

(Lacity et al., 2012a). Further as captive centre outsourcing has been neglected 

to a large extent in previous research (Willcocks et al., 2011; Lacity et al., 2012a) 

this research contributes to an increased understanding of this phenomenon.  

The selected case, hereafter referred to as case SysDev, includes the study of a 

transfer of a legacy system and the subsequent operational, on-going work. The 

operational work comprises on-going distributed ISD projects. The projects 

could be categorised as client ordered projects, purposed to deliver new and/or 
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improved IS functionality produced as part of the IS supplier’s daily operative 

work.  

 

The IS outsourcing relationship is a result of the client’s decision to outsource 

the management of its legacy system to the IS supplier firm in 2002. As a result 

of the outsourcing, the IS supplier is managing the IS in its entirety; only the 

ownership is kept at the client firm. In 2009 the IS supplier firm received 

requirement on cost reductions regarding the management of the IS. This re-

sulted in the decision to transfer parts of the IS management to the captive 

centre in the Czech Republic. It is this transfer that is mainly reported on in this 

study. The transfer decision led to that the number of organisations involved in 

the management of the IS became three: the client, the IS supplier, and the IS 

supplier’s captive centre. Since the case includes the outsourcing of ISD also 

the IS users acting as IS requirement specifiers in the on-going ISD projects are 

important. The client and the IS supplier are located in Sweden. The Swedish 

unit is hereafter referred to as the IS supplier’s onsite unit. The so called 

delivery organisation could thus be described as constituting two units; the IS 

supplier’s onsite unit and the captive centre. The outsourcing relationships in 

case SysDev are illustrated in Figure 3.1 (double-sided arrows symbolise 

relationship). 

 

 

Figure 3.1: Actors and their relationships in case SysDev 

 

The onsite unit constitutes the client’s main communication interface and 

gathers client and IS user requirements which then constitute input to the on-

going distributed ISD projects. The IS supplier’s captive centre in the Czech 

Republic is a wholly owned subsidiary that provides services to the IS supplier 

(cf. Oshri & Corbett, 2011). Outsourcing within the same corporation includes 

the advantage of not having to consider legal aspects, pay conditions, and 

disputes. Hence it follows that outsourcing within the same corporation does 

not have to be as formalised as when moving work to an external partner. Most 

projects run at the captive centre are a result of outsourcing, described as 

transfers within the same corporation, but it also manages locally run projects. 
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Most outsourcing projects at the captive centre are in the form of competence 

transfers, which are aimed to reduce IT and IS related costs and to result in a 

more competitive position on the market. The role of the captive centre in case 

SysDev is to follow contract, ensure resources with proper competences and 

ensure an excellent quality of work. Negotiations concerning the IS outsourcing 

engagement are managed between the client and the IS supplier’s onsite unit.  

 

The client firm operates within telecommunication equipment and services and 

has experiences from both national and international outsourcing. The client in 

case SysDev is a central unit at the client firm and manages the portfolio of 

products recommended to be used within the client firm. Such a product is the 

IS whose management has been outsourced to the IS supplier. The IS is de-

scribed as one of the largest systems for the management of trouble reports on 

the client’s products and it has more than 34 000 users world-wide. 

 

3.3 Data collection 

In this study interviews constitute the primary source of information, which is 

consistent with recommendations for interpretive case studies (Walsham, 1995). 

Besides interviews, project documents, such as assignment specification and 

project instruction, and observation of the outsourced IS (the artefact) are parts 

of the collected data. The documents have primarily been used for verifying 

some statements made in the interviewees. The documents and the observation 

of the outsourced IS could rather be described as giving the case substance than 

being vital sources of information. Consequently these two sources of data will 

not be further described. Another source of information, not part of the 

techniques mentioned by Yin (2003), is the performance of workshops. In 

comparison with other research (De Jong et al., 2010), this study values the 

performance of workshops to collect data but also as an instrument to validate 

interpretations of collected data. The following descriptions will deal with the 

collection of data through interviews and the way of conducting the workshops. 

 

3.3.1 Interviews as the primary source of information 

Interviews are preferred when the researcher wants to elicit the respondent’s 

views and experiences in a specific field of study. In research of IS outsourcing, 

interviews have been found fruitful for increasing the understanding of IS 

outsourcing (Lacity et al., 2009). In interpretive research the ambition should be 
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to keep the interviews as unstructured as possible (Nandhakumar & Jones, 

1997). When the interview situation lets the respondents speak freely there is a 

better chance to explore the respondent’s answers and to assess their 

trustworthiness. Further, the application of open-ended interviewing includes 

the possibility to elaborate on things, follow up on unanticipated and potentially 

valuable information and probe for further explanation (Kaplan & Maxwell, 

1994). In this study I am interested in the participants’ experiences of practising 

IS outsourcing. As the case study aims to provide new insights to further 

develop The IS OUT Framework, it seems appropriate to use as open-ended 

interviews as possible. With this is meant that the interviews should not be 

delimited by The IS OUT Framework totally but instead a more open approach 

should be applied. This was realised by using the dimensions in The IS OUT 

Framework as a guide during the interviews. This is consistent with Nand-

hakumar’s and Jones’ (1997) description of semi-structured interviews, basically 

including that the interview situation is structured by a number of pre-decided 

topics which keep the discussion on track. Despite the many strengths of using 

interviews in interpretative research some weaknesses have been reported. Yin 

(2003) mentions two weaknesses; the bias effect which is due to poorly 

designed questions and response bias and the problem of the respondent giving 

the answers that the interviewer wants to hear. The latter weakness has been 

processed through an approach that includes that answers have been followed 

up by similar questions.  

 

In interpretive case study research interviews make it possible to access the 

interpretations that the participants have regarding a studied phenomenon 

(Walsham, 1995). Using interviews as the source of information presupposes 

that the respondents are willing to share knowledge, opinions and insights 

about the phenomenon studied. If respondents are anxious about sharing confi-

dential material, they may not be so exhaustive in their answers. This was also 

the subject of discussion during the initial contact with the focal case study firm 

and I was then told that the firm is acknowledged for its willingness to share 

knowledge, opinions and insights. This was also confirmed as the interviews 

started because the respondents showed a willingness to participate in the case 

study. In the following section the interview preparations are described.  
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3.3.2 Interview preparations 

The interview preparations included the selection of respondents and an initial 

contact with the selected respondents. Further the preparations included the 

performance of two pilot interviews and the development of an interview 

guide.  

 

Selection of respondents 

As this study partly aims at obtaining a holistic view of the performance of the 

ISOP respondents were selected on the basis of their work tasks and 

responsibilities in the ISOP. This included respondents who manage 

commercial and strategic concerns (strategic level); people who manage the 

daily operative business performance (operative level); and people who perform 

the realisation of project deliveries and operational support (systems level). 

Further, the selected respondents should represent the actors’ part of the inter-

organisational process, in this case the client firm and the IS supplier firm 

represented by the onsite unit and the captive centre. This way of selecting 

respondents across organisations is described as triangulation across data 

sources (Orlikowski, 1993). Initially the contact person for the case study 

provided me with contact details to participants that had been practising the 

ISOP and who fulfilled the previously stated criteria. In order not to miss any 

important person, each respondent was asked to recommend me to include 

some specific person in the case study. As a result of this approach, six 

participants were added to the initially recommended participants. A summary 

of conducted interviews and respondents are presented in Table 3.1. The client 

firm is not represented on the systems level because those performing at the 

systems level are located either at the IS supplier’s onsite unit or at the captive 

centre.  

 

When the respondents had been selected, an e-mail was sent to each re-

spondent for the purpose of briefly describing the case study and to introduce 

myself. Further information was given concerning estimated time for the inter-

view and the time span of the interviews.  
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Table 3.1: Summary of interviews (IS supplier is abbreviated S in the table) (to be 
continued) 

Organisational 

level 
Actor Position 

Coded 

name 
Medium 

Interview 

date 

(duration) 

Strategic  Client Vendor manager C1(b) Telephone  2010-12-21 

(1h43min) 

Strategic  S onsite 

unit  

Sub business unit 

manager 

S6 Face-to-face  2010-06-17 

(1h50min) 

Strategic  S onsite 

unit 

Head of customer 

management 

S14 Telephone  2010-11-25 

(1h35min) 

Operative  S onsite 

unit 

Line manager  S7 Face-to-face  2010-06-21 

(1h33min) 

Operative S onsite 

unit 

System manager 

 

S8 Face-to-face  2010-09-10 

(2h9min) 

Operative S onsite 

unit 

System manager S9 Face-to-face 2010-08-17 

(2h22min) 

Operative S onsite 

unit 

Overall project 

manager 

S10 Face-to-face  2010-09-01 

(2h12min) 

Operative S onsite 

unit 

Requirement 

manager 

S13 Face-to-face 2010-10-13 

(2h41min) 

Operative S captive 

centre 

Line manager CC15 Face-to-face  2010-07-01 

(1h) 

Operative S captive 

centre 

Project manager  CC16 Face-to-face  2010-06-30 

(1h13min) 

Operative Client Product 

maintenance area 

manager 

C2 Face-to-face  2010-09-08 

(2h), 2010-

09-09 (1h), 

2010-09-24 

(1h20min) 

Operative Client Discipline manager C1(a) Face-to-face 2010-07-08 

(2h37min) 

Operative IS user Maintenance 

discipline driver  

U3 Face-to-face 2010-10-07 

(45min) 

Operative IS user Project manager at 

third line support  

U4 Face-to-face  2010-10-27 

(1h24min) 
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Table 3.1 (continuation): Summary of interviews 

Organisational 

level 
Actor Position 

Coded 

name 
Medium 

Interview 

date 

(duration) 

Operative  IS user Configuration 

manager  

U5 Face-to-face  2010-10-25 

(2h11min) 

Systems S onsite 

unit 

System designer S11 Face-to-face  2010-06-21 

(2h) 

Systems S onsite 

unit 

System designer S12 Face-to-face  2010-07-09 

(2h10min) 

Systems S captive 

centre 

System designer CC17 Face-to-face  2010-06-29 

(2h) 

Systems S captive 

centre 

Team leader 

customer support 

CC18 Face-to-face  2010-06-29 

(1h53min) 

Systems S captive 

centre 

System designer CC19 Face-to-face  2010-06-30 

(1h56min) 

 

I was recommended to begin the interviews with respondent S6 and respondent 

S7 as they could provide me with an all-embracing presentation of the studied 

process in case SysDev. To facilitate the scheduling of interviews, the e-service 

tool Doodle20 was used. This e-service tool was used for the scheduling of all 

interviews except for the interviews with respondent S6 and S7 as well as for the 

interviews with respondents that required time to travel. Scheduling these 

interviews was managed via personal e-mails. To achieve a rich picture of the 

captive centre it was decided that the interviews with the respondents 

representing the captive centre should be performed in their locations. Since 

this meant that I had to travel to the Czech Republic, the interviews had to be 

performed during my one-week stay there. The scheduling of interviews with 

the respondents at the IS supplier’s captive centre was facilitated via the 

respondent CC16.  

 

As the interviews had been scheduled each respondent received an e-mail 

confirming date and time, further describing the purpose of the case study, and 

informing on the reason for using digital voice recorder. Shortly after this e-

mail was sent I was contacted by respondent CC15 who informed me that the 

interviews could not be recorded at the captive centre for reasons of security. 

Since nobody else objected to the use of digital voice recorder, all interviews 

were recorded except for those conducted at the captive centre. 

                                                 
20

 http://www.doodle.com/  
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Before the actual interviews started, two pilot interviews were conducted and a 

first version of the interview guide was developed. The performance of the 

pilot interviews and how it influenced the development of the interview guide is 

described below. 

 

Realisation of pilot interviews 

There were several reasons for performing two pilot interviews. The 

performance of pilot interviews offered the possibility (cf. Kvale, 2007): 

 to test and evaluate the interview guide in a real situation 

 to become familiar with used terminology within the researched setting  

 to control the time needed for the interviews 

 to practise the role as an interviewer 

 

Before the pilot interviews could be performed, an interview guide was 

developed. The form of the interview guide is a result of scanning acknow-

ledged sources within the field of qualitative interviewing (e.g. Kvale, 2007) and 

of reviewing previous qualitative research describing the use of interviews as 

the source of evidence (e.g. Kaplan & Maxwell, 1994; Walsham, 1995). In 

addition, inspiration was drawn from reviewing interview guides used by other 

researchers (e.g. Ekman, 2006). The initial interview guide included dimensions 

inspired by the The IS OUT Framework, which were complemented by open-

ended questions. These open-ended questions were supported with additional 

questions in the form of why, how, and in what way. As the pilot interviews partly 

aimed at testing and evaluating the interview guide, it also contained some 

concluding questions regarding the interview performance and the open-ended 

questions that had been directing the discussion. The initial version of the 

interview guide was reviewed by an experienced interviewer before it was used 

in practice.  

 

The first pilot interview was performed with my contact person for the case 

study. This seemed appropriate since the person already had information about 

the actual case study and its aim. The interview was recorded and kept to the 

structure of the interview guide. After the interview we discussed the content of 

the interview and the interview guide’s appropriateness in relation to the 

studied phenomenon. The interviewee had no suggestions for revision of the 

interview guide but instead confirmed that the questions were formulated in a 

good and understandable way. The interviewee recommended, however, that a 
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figure illustrating the main actor relationships should be used to support the 

interview situation. In regard to questions that could be interpreted as too 

sensitive, the interviewee thought that it was the respondents’ responsibility to 

judge the sensitiveness of the answers. The interview took about an hour. After 

the first pilot interview, I evaluated the interview situation and the used 

interview guide. The result of this evaluation led me to 

 add questions to the interview guide, 

 realise the importance of reminding the respondents to discuss things in 

relation to the studied ISOP,  

 turn several questions into one question, 

 revise the questions that the interviewee had misunderstood, 

 give each dimension a number to facilitate the interpretation of notes 

taken during the interviews, 

 recognise the importance of being consistent in the usage of concepts 

and 

 rearrange the dimensions for the purpose of obtaining a better flow. 

 

Besides implementing the suggested revisions of the first pilot interview, the 

interview guide used during the second pilot interview included the following 

revisions: 

 questions were added, aiming to give answers related to important 

conditions during the transfer as well as for the purpose of evaluating 

the interview situation 

 a question in the form of a scenario was added as a concluding part of 

the interview 

 

The second pilot interview was held with a project manager working with 

systems design. The project manager was selected for the second pilot interview 

as he had experience from working within the business area that was part of the 

case study. The interview was recorded. A figure visualising the relationship 

between actors was shown to the interviewee and received a positive response. 

The interviewee found the figure supporting some of the questions as it 

provided a context to the questions. In conclusion, the interview was evaluated 

as well as the interview guide. The interviewee experienced that the use of 

open-ended questions influenced his answers. With this he meant that it was 

difficult to relate his own experiences to the questions. Consequently, he would 

have preferred questions that had guided his answers in a more obvious way. 



 73 

The interview lasted about an hour. After the second pilot interview the 

interview situation and the used interview guide were evaluated in the same 

manner as after the first pilot interview. The result of this evaluation led me to: 

 remove supporting questions in the form of why, how, in what way 

from the interview guide because this kind of questions are implicit and 

do not have to be written down in the interview guide,  

 remove questions that overlap and 

 revise follow-up questions so that they matched the included dimensions 

in a better way. 

 

The performance of the pilot interviews served as an initial input to the 

development of the interview guide. The final adjustments and the content of 

the used interview guide are described next.  

 

Development of the interview guide 

The interview guide is primarily based on the dimensions in The IS OUT 

Framework and includes open-ended questions. The idea of the interview guide 

is not to verify the key conditions included in The IS OUT Framework but to 

gain new insights, which is made possible through the use of open questions. 

The used interview guide is a result of an iterative process including steps such 

as pilot interviews, external reviews as well as discussions with research 

colleagues. The interview guide consists of four parts; (1) formal information 

about the interview, (2) an introduction, (3) dimensions with open-ended 

questions and (4) a concluding part. The first part concerns data about the 

interview, details about the respondent and case data. The introductory part 

includes questions related to the respondent such as the respondent’s 

background and previous experiences of IS outsourcing. The dimensions are 

introduced by open-ended questions, which are supported by more guided 

questions or illustrating examples. The concluding part includes a scenario 

question aiming to summarise the interview. Further, the concluding part 

includes the possibility for the respondent to add information that has not been 

covered earlier in the interview. This part also includes the possibility to get 

information about additional respondents recommended to be part in the case 

study and if it is okay to contact the respondent again to ask further questions.  

 

The interview guide was complemented with figures used when discussing the 

transfer and the outsourcing relationship. The figures could be described as 
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providing a context to the initial open-ended questions. However, no text was 

included in the figures. The respondent and I as the interviewer received a copy 

of each of the figures and could then fill them with text and drawings concur-

rent with the on-going interview. To exemplify, the figure visualising the diffe-

rent phases of the process could be used to indicate during which phases of the 

process the respondent participated. The figure showing the actors of the 

relationship could be used to indicate the relationships that the respondent was 

part of. The use of figures is motivated since it is often easier to discuss some-

thing with the help of a figure and the sketches can complement the interview 

transcriptions during the following data analysis (cf. Ekman, 2006). 

  

The interview guide presented in Appendix C is the one used during the 

majority of the performed interviews. Some minor adjustments have however 

been done when interviewing respondents representing the strategic level and 

the IS user perspective. To exemplify, questions related to the business 

strategies and their relation to the IS outsourcing engagement complemented 

the interview guide from a strategic level perspective. Since the IS users were 

not involved in the transfer some parts of the interview guide were not relevant 

from an IS user perspective. In addition, other questions became relevant, such 

as the respondents involvement in the work of improving the outsourced 

system and if the IS user had experienced any differences in the use of the IS as 

a result of the outsourcing decision. The following section is devoted to the 

description of the actual performance of the interviews. 

 

3.3.3 Performing the interviews 

In total, 20 interviews with 19 respondents were conducted from June 2010 

until December 2010. No questions were sent out beforehand. Before each 

interview started, the respondent was reminded that the interview concerned 

the transfer and the subsequent operational work and in special conditions 

interpreted as having influenced this work. The number of interviews is rele-

vant in relation to empirical data saturation. Empirical data saturation is reached 

when additional interviews do not reveal any new information in relation to the 

purpose and in relation to what has already been known about the studied 

phenomenon (Kvale, 2007; Mason, 2010). The initial list of recommended 

respondents (included 13 respondents) was therefore complemented with 

additional respondents. Since the number of persons representing the strategic 

level was less compared with the other organisational levels, there was a desire 
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to add more participants representing the strategic level. Six respondents were 

added to the initial list, two represented the strategic level and four the 

operative level. Out of the four respondents representing the operative level, 

three represented the IS user perspective of the outsourced system. While 

performing the interviews I reached great insight into how the ISOP had been 

practised, which made it possible to ask complementary questions related to 

what previous respondents have told me. In other words, insights from past 

interviews could be followed up in subsequent interviews. Towards the end of 

the interview performance no new thoughts, opinions and insights were 

addressed in relation to the purpose of this research study. In other words it 

was assessed that empirical data saturation had been reached. 

 

Out of the 20 interviews 15 were recorded using a digital voice recorder. As 

previously informed, the five interviews conducted at the captive centre were 

not recorded for reasons of security. Since it is important to capture respon-

dents’ interpretations, it was decided to record the interviews. In this research it 

was found important to use a recorder during the interviews mainly as it pro-

vides a full description of what has been discussed. The alternative, note-taking, 

is necessarily partial. The perceived risk of using note-taking instead of re-

cording is that I as a researcher is framed by The IS OUT Framework, thus not 

taking notice of new insights (Maxwell, 1992). The main disadvantage of using 

recorder is that in the case of confidential or sensitive material the respondent 

may be inhibited by the presence of the recorder (Walsham, 1995). Research 

shows, however, that the influence of a recorder on the respondent’s answers 

seems to be limited (Mähring, 2002). In addition recording means that a lot of 

time has to be spent on transcribing the recordings. It is difficult to assess the 

time it took to transcribe the 20 interviews as the initial data analysis was done 

in parallel with the transcriptions. A rough estimate is eight weeks of transcri-

bing the interviews, which resulted in 227 pages of text (font Times new roman, 

size 12) (the interviews performed at the IS supplier’s captive centre are not 

included). If the researcher is an experienced note-taker, the practice of taking 

notes could be recommended before recording interviews. Especially, as 

research shows that the amount of text differs considerably whereas the con-

tent seems to differ considerably less (Mähring, 2002). 

 

Getting access to people’s thoughts and views is not however guaranteed as a 

result of using recommended techniques but it also depends on the social skills 

and personal sensitivity of the researcher (Walsham, 1995). It is recommended 
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that the researcher should have a respectful, sensitive and non-evaluative tone 

to the respondent (Merriam, 1994). To reach a more relaxed situation the 

interviews started with coffee and a short but casual discussion. The respon-

dents were also told that they would be given the possibility to read through 

their statements after the interview to be able to withdraw or change them.  

 

In addition to the recordings, notes on comments to be followed-up were taken 

during the interviews. As earlier described the interviews were supported by the 

use of figures so that the respondents could illustrate their participation in the 

ISOP as well as their relationship with other actors. Only a few of the respon-

dents chose to use the figures to indicate when during the ISOP they produced 

work in cooperation with other actors. Instead it was the researcher who made 

most of the sketches. 

 

The majority of the interviews were performed face-to-face, either at the 

respondents’ workplaces or at Karlstad University. Two interviews were how-

ever done via telephone using Skype, one because the respondent did not know 

in advance where he would physically be located at the time of the interview 

and one because of the geographical distance and that we already had met face-

to-face during an earlier interview. Using Skype as the medium of the telephone 

interviews made it possible to record the interviews. The interviews could be 

described as guided conversations where the interview guide was mainly used to 

ensure that the focal issues were covered during the interview. In most cases 

the respondent covered the different dimensions in the interview guide. 

However, in some cases I had to direct the discussion by asking the open-ended 

question that introduced each dimension. Since the interviews with the 

respondents at the captive centre were not authorised for recording these inter-

views had to be documented through note-taking. Because of the note-taking 

and the fact that these interviews were conducted in English, the respondents 

were asked to talk slowly and to accept any necessary pauses. These interviews 

also included more questions in order to check that I had understood them. 

Since the interviews were not stored, I told the respondents that I would 

contact them again if I needed additional information. In this case, it was also 

important that the respondents got the possibility to read through the written 

interview protocol since it could include misinterpretations due to linguistic 

misunderstandings. In close connection with a completed interview some 

documentation had to be done while the interview was still fresh in mind. This 

is described next.  
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3.3.4 After the interviews 

Qualitative data should be recorded in detail for the forthcoming analysis 

(Kaplan & Maxwell, 1994). In this case most of the interviews were recorded 

which included the possibility to listen to the interviews while documenting 

what was said, that is producing interview transcripts. The interview transcripts 

were produced after all interviews had been performed. As a consequence, the 

recording of each interview was listened to shortly after each interview. The 

purpose was to identify and take notes regarding new insights into comparison 

with The IS OUT Framework. These new insights served then as input to the 

following interviews. The notes were part of the interview protocol that was 

produced directly after each interview. Besides these notes, the interview proto-

col consisted of the first part of the interview guide, that is, formal information 

about the interview. If sketches had been drawn these were gone through and 

sometimes the sketches were complemented with notes to reach a compre-

hensive view as well as for the purpose of explaining part of the sketches. In 

cases when the sketches contained a lot of information that needed to be 

explained and/or if the drawn sketch was unclear, the program MS Visio was 

used to save a richer version of the sketch. An excel sheet was created for the 

purpose of organising the work with the sketches. The procedure of transcri-

bing the interviews began in spring 2011 but was interrupted by other research 

assignments and not finished until late December 2011. While producing the 

transcripts they were complemented with time entries to facilitate the forth-

coming data analysis.  

 

For the interviews not recorded, exhaustive notes were produced as part of the 

interviews, which were rewritten and complemented as soon as the interviews 

were concluded. Complementing questions were formulated and the parts that I 

wished that the respondent should develop further were marked. The interview 

protocols were sent to the respondents via e-mail within a week after the 

interview. This was important since there were no recorded data from the 

interviews. The respondents were asked to validate the notes, comment on 

misinterpretations and complement with information if something vital was 

missing. Some respondents were also asked to answer additional questions as 

well as further develop vague answers. The respondents replied and confirmed 

the interview protocols within two months. 
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3.3.5 Some reflections regarding the interview performance 

The main difference experienced of performing the interviews in English 

compared to Swedish is that the discussions became more focused. This also 

applies to the interviews done via telephone using Skype. This means that the 

discussions focused strictly on the performance of the ISOP. This is further 

confirmed by the number of pages of the interview protocols (about 10 pages) 

compared to the interview transcripts (about 20 pages). It was also found that 

note-taking was equally valuable as the use of recordings. In this way I agree 

with Mähring (2002), who noted that it is not the content that differs when 

comparing note-taking and recording but the amount of text. In retrospect, it is 

worth considering if using note-taking would have been more efficient than 

recording. In this case I would still argue that recording was a better technique 

than note-taking. This is mainly because recording makes it possible to go 

through the complete interview over and over again to identify new insights in 

relation to the studied phenomenon. Thus the choice of using recording or not 

also needs to be reflected in the purpose of the research. 

 

Performing interviews in English instead of Swedish has thus not influenced 

the amount of valuable information but rather it influenced the interpretations 

sometimes. The situation of not being able to speak in a familiar language 

meant that it sometimes was difficult to understand each other. This was also 

the reason why I decided to send the written notes to the respondents as soon 

as possible after the interviews had been performed. As a result the respondents 

had the possibility to read them through while the interview was fresh in mind.  

 

In retrospect I find the decision of visiting the captive centre positive and 

valuable. Besides meeting the respondents face-to-face, it included the possi-

bility to meet them in their workplaces. This contributed to my own idea about 

their way of working and their working environment, which in turn has 

benefitted the interpretation of the interview data. 

 

For the purpose of increasing the reliability of the interviews, the interview 

guide used during the interviews was about the same for all respondents and 

furthermore most interviews were performed in the respondents’ work places. 

Moreover in the role of an interviewer I sought to be as open-minded and 

value-neutral as possible to receive valuable insights into IS outsourcing per-

formance (cf. Merriam, 1994; Walsham, 1995). For the purpose of increasing 

the validity of the interviews, the approach included:  
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 developing an interview guide based on pilot interviews and on The IS 

OUT Framework,  

 selecting respondents with regard to their experiences of being part of 

the studied ISOP, 

 recording interviews when possible to decrease the likelihood that I as a 

researcher just sees or hears what I want to hear and 

 ensuring that the respondents had the possibility to read through 

summaries of the interview transcripts. 

 

Besides using interviews as a source of information, empirical data have been 

collected and validated as a result of performing workshops. The performance 

of the workshops and their purpose are briefly described and explained in the 

subsequent section. 

 

3.3.6 Collection and validation of data in the form of workshops 

One of the purposes with the workshops included the possibility for the 

respondents to review empirical descriptions that were based on the interview 

data. The interview transcripts fulfilled different purposes, one of which being 

the possibility of creating empirical summaries of each performed interview. 

Instead of reviewing the interview transcript the respondent was given the 

possibility to review the empirical summary based on the interview held with 

the respondent. The respondents were further given the possibility to review 

other descriptions of case SysDev, which were based on the interview data. The 

empirical summaries together with other descriptions were sent to the 

respondents one week before the workshops took place. Consequently, one 

part of the workshops was devoted to the empirical descriptions and the 

possibility of discussing these descriptions with the ambition of receiving 

feedback. The feedback could be in the form of suggestions for revision or new 

data contributing to richer insight regarding the performance of the ISOP. 

Furthermore, the workshops made it possible to receive answers on identified 

gaps in the interview material. As a result of presenting the empirical material 

and some tentative empirical results, the workshop further contributed to the 

creation of a sound basis for the forthcoming data analysis.  

 

The design of the workshops included that one workshop was held with the 

respondents at the IS supplier firm and one with the respondents representing 

the client and the IS user. The reason for dividing the respondents into two 
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workshops was a result of the assumption that it would contribute to more 

open discussions. Furthermore, separating IS supplier respondents and client 

respondents excludes the risk of mixing different perspectives when discussing 

how the ISOP was performed. Whereas the IS supplier has more of an 

operative perspective, the client and the IS user have more of an orderer and 

user perspective. By concentrating on one perspective at a time, the ambition 

was to achieve more open and fruitful discussions. The workshop with the IS 

supplier was conducted in the workplace of the onsite unit. The respondents 

located at the captive centre were invited to participate remotely via a video 

conference meeting platform. Since the respondents in the client firm are 

located in different regions in Sweden it was decided to use Adobe Connect, a 

tool for e-meetings, for the client workshop. The workshop materials were sent 

to the client respondents via e-mail shortly before the workshop started. Using 

Adobe Connect enabled video recording of the workshop held with the client 

and the IS user. Notes were taken continually during both of the workshops. 

During the workshop with the IS supplier a person was assigned the role as a 

secretary whose main task was to take notes during the workshop. This was 

found successful since it made it possible for me as a workshop leader to focus 

on the workshop, its content and progress. Since the workshop with the client 

and the IS user was recorded it was decided that a secretary was not necessary. 

Each of the workshops took three hours and I acted in the role of the 

workshop leader during both workshops. 

 

Due to rules of secrecy, the contact person at the IS supplier firm was given the 

opportunity to review the workshop material before it was sent to the respon-

dents. The workshop material included a description of the ISOP as performed 

in case SysDev and empirical summaries, one for each conducted interview. 

The review resulted in some minor modifications. The empirical description 

was then sent to my respondents one week before the workshop took place. All 

respondents were given the possibility to read and comment on the description. 

This review aimed at giving feedback to the respondents as well as a giving the 

respondents the possibility to give comments on the description. If the respon-

dents did not give any comments within the given time it was interpreted as the 

description could be published in its present form. The workshop agenda for 

the both workshops is shown in Table 3.2. 
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Table 3.2: Workshop agenda 

Time What How 

9:00-

9:30 

Part I: Discussion on 

empirical descriptions 

Presentation and discussions in group 

9:30-

10:30 

Part II: Presentation of key 

conditions 

Presentation using concept graphs followed by a 

group discussion. Suggestions for revision are 

noted. 

10:30-

10:45 

Break  

10:45-

12:00 

Part III: Presentation of IS 

outsourcing process 

Presentation using process graphs followed by a 

group discussion. Suggestions for revision are 

noted. 

Summing up the workshop 

and thanks 

 

 

The first part aimed at discussing and receiving feedback on the empirical 

descriptions of the ISOP and the interview summaries. Mainly the ambition was 

to anchor the empirical descriptions among the respondents and to be in-

formed if the descriptions did not coincide with the respondents’ experiences. 

The respondents were also informed about their possibility to take part of the 

continuous review process of relevant parts of the manuscript until the thesis is 

published. 

 

The second part included the presentation of key conditions identified as 

influencing ISOP success. It was designed in a step-by-step approach and 

supported with a couple of formulated questions. The second part included the 

following steps for each presented key condition: 

 Present and discuss key condition (using concept graphs) 

 Feedback is documented on the concept graph handed out  

 Feedback is orally presented 

 Documentation is handed to the workshop leader 

 

The following questions were formulated to support the discussion: 

 What would you say that the concept graph represents? 

 Would you describe the key condition in accordance with how it is pre-

sented in the concept graph? 

 Do you miss anything in the concept graph? 

 Is anything unclear or difficult to understand in the concept graph? 
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The second part was summarised discussing the following two questions: 

 Do you miss any key condition in the presentation? 

 Do you find any of the presented key conditions more critical than the 

others? 

 

The key conditions that were presented differed somewhat between the IS 

supplier workshop and the client and IS user workshop. This is mainly because 

different key conditions were identified as related to the client and IS user, and 

the IS supplier. Concept graphs were used to present the key conditions and 

their significance from an empirical perspective. This part involved discussions 

which aimed at elucidating differences in the significance of presented key 

conditions. I wanted to receive feedback on whether the concept graphs 

described what they were intended to describe and also if the respondents 

missed or found something redundant in the graphs.  

 

The third part included the presentation of the ISOP as performed in case 

SysDev. It was designed in the same manner as the second part and included 

the following steps: 

 Presentation and discussion of process graphs 

 Feedback is documented on the process graphs handed out  

 Feedback is orally presented 

 Documentation is handed to the workshop leader 

 

The following questions were formulated to support the discussion: 

 Do the process graphs illustrate how the ISOP was practised in the way 

you would describe it? 

 Do you find something missing in the process graphs? 

 Is something unclear or difficult to understand in the process graphs? 

 

This part of the workshops aimed at finding out if the process graphs illustrated 

how the ISOP was performed in case SysDev. 

 

The workshops were summarised discussing the following two questions: 

 Do you find it valuable to structure the empirical material as presented 

here today (concept graphs and process graphs)? 

 What kind of knowledge contributions would be of interest to you? 
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Results from the workshops include a greater understanding of the identified 

key conditions and the role they played during the ISOP in case SysDev. 

Further the discussions gave answers to identified gaps in the interview mate-

rial, which contributed to a more accurate description of how the ISOP had 

been performed in case SysDev. Moreover the feedback resulted in the identi-

fication of other key conditions, in other words the workshops contributed to a 

richer insight into the ISOP in case SysDev.  

 

3.4 Working with data 

For the purpose of data structuration as well as for reaching an increased 

understanding of collected data, focal areas of analysis within the field of busi-

ness development have been the source of inspiration. More precisely, the focal 

areas of analysis inspiring data structuration and further the visualisation of 

tentative research results include process analysis, concept analysis and goal 

analysis (Goldkuhl & Röstlinger, 2012). In particular business modelling in the 

form of development of graphical models has been used during data structura-

tion and data analysis. The application of ideas from the field of business 

development for working with collected data is further in line with the applied 

process perspective presented in Chapter 4.  

 

The application of business modelling is motivated for the purpose of sound 

business development (Tolis, 2005; Goldkuhl & Röstlinger, 2012) and where 

one of the objectives of usage includes bridging communication gaps between 

business people and systems people (Nilsson et al., 1999; Christiansson & 

Christiansson, 2006). Business models, such as process models, are thus used 

for the identification, documentation and communication of organisational 

phenomena (Tolis & Nilsson, 1996). In this research study the use of graphical 

models includes the possibility of entire descriptions of collected data as well as 

an enhanced ability to communicate collected data with different stakeholders. 

In other words, business models have been used as instruments for data 

visualisation, which in turn has facilitated mutual understanding among 

different actors (cf. Goldkuhl & Röstlinger, 2012). The foremost reason for 

using models is thus in line with the possibility of depicting (complex) 

relationships graphically (Tolis, 2005). There are many notations for modelling 

businesses where one of the oldest are flow-charts (Dumas et al., 2013). The 



 84 

graphical models used in this research is inspired from SIMM21 methodology 

(Röstlinger & Goldkuhl, 2006; Goldkuhl & Röstlinger, 2012) and includes 

process graphs, concept graphs and goal graphs.  

 

3.4.1 Process modelling 

Process modelling facilitates the creation of comprehensive views of a business 

and contributes to the understanding of the role of the single actor for the 

realisation of the business (Steneskog, 1991; Tolis & Nilsson, 1996). In inter-

organisational businesses, process modelling may contribute to an under-

standing of concurrent business. In other words, process modelling and the use 

of process graphs provide a common base for communicating the business 

across organisational boundaries. For the purpose of visualising a process, its 

structure and purpose, process graphs have been found fruitful (Ljungberg & 

Larsson, 2012). Process graphs can be used during the work of business analysis 

as they provide a view of the focused business, the process as such and its 

relation to other processes and different actors as well as how processes are 

ordered to create valuable results for specific receiver(s) (Röstlinger & 

Goldkuhl, 2006).  

 

For the purpose of describing the ISOP previous research on IS outsourcing as 

a process and the case study data are structured on the process elements pre-

sented in Chapter 4. Process graphs complement this way of data structuration 

through illustrations of the interrelation between process elements in the entire 

descriptions of the ISOP. Consequently descriptions based on coded process 

elements and complemented with process graphs contribute to the explanation 

of how the ISOP was practised in case SysDev. Process graphs are thus fruitful 

for illustrating and understanding the inter-organisational cooperation in IS 

outsourcing (cf. Ljungberg & Larsson, 2012). The primary software used to 

support the production of process graphs is the 2c8 modeling tool22 but also 

MS Visio has been used. Exemplification of how process graphs have been 

used in this study is found in Chapter 5 and Appendix D.  

 

                                                 
21

 Abbreviation for Samverkan och Situationsanpassning (S), Ifrågasättande och Idéutveckling (I), 
Meningsskapande och Målstyrning (M), Metodisk och Modellering (M) (in Swedish) 
22

 http://www.2c8.com/  
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3.4.2 Concept modelling 

In the work of business analysis, the concept analysis aims to provide know-

ledge about the terminology used within a business and the concepts that define 

the business and its processes (Goldkuhl & Röstlinger, 2012). In turn the 

concept analysis aims to identify a common terminology which can be used for 

communicative purposes both internally and externally. In this research concept 

graphs are primarily used to complement data analysis to find out the signi-

ficance of key conditions based in the collected data. Furthermore, concept 

graphs are applied to increase understanding of how the significance of key 

conditions may differ depending on actors and their work tasks and 

responsibilities in the ISOP. Further the use of concept graphs brings the 

possibility to illustrate how key conditions are related to each other, which in 

turn contributes to the understanding of how key conditions relate to the ISOP. 

The production of concept graphs was done parallel to working with data to 

facilitate the structuration of respondents’ statements in relation to identified 

conditions. For the purpose of producing concept graphs, the software MS 

Visio was used. Exemplification of how concept graphs were used in this study 

is found in Section 6.5.1. 

 

3.4.3 Goal modelling 

The primary usage of goal graphs relates to the purpose of describing and 

analysing goals significant to a specific studied business (Goldkuhl & 

Röstlinger, 1988, 2012). Goal analysis aims to contribute to distinct goals, 

identified interrelations between goals, identified goal conflicts and an esti-

mation of goal signification in relation to the business or a business process 

(Goldkuhl & Röstlinger, 1988). Goal modelling can also start from a process 

point of view where actors have the possibility to express goals, which then are 

analysed for the purpose of formulating actions of improvement for the 

operative business (Christiansson & Christiansson, 2006). The basic ideas of 

goal modelling are used in this research to exemplify how different actors 

convey IS outsourcing success. As a result of the research, it is possible to 

discuss ISOP success in relation to actors at different organisational levels. 

Graphically depicting success in relation to key condition makes it possible to 

illustrate how actors signify success differently depending on work task and 

responsibilities. An increased understanding of ISOP success from different 

actors’ point of view may contribute to the identification of managerial actions 

of improvement. Such action of improvement may in turn contribute to more 
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motivated, engaged, and satisfied actors. For the purpose of producing goal 

graphs, the software MS Visio was used. Exemplification of how goal graphs 

were used in this study is found in Section 7.4.1. 

 

3.4.4 Empirical descriptions 

The interview transcripts constitute the basis for the creation of the empirical 

description of case SysDev (presented in Chapter 5). The empirical description 

includes the description of the IS outsourcing engagement and how it was per-

formed as well as the summaries of each conducted interview. The empirical 

descriptions are a result of a certain way of working. To be able to describe the 

process, certain process elements (described in Section 4.1.2) have guided the 

review of the interview transcripts. For each transcript process elements were 

coded. The coded process elements were documented in tables where one table 

was used to document coded process elements in relation to respondent and 

the other table was used for the ambition of synthesising coded process ele-

ments. In the latter, the coded process elements were organised using the 

different phases of the ISOP: evaluation, negotiation, transition and middle. As 

a result of having gone through all the interview transcripts, the table ‘synthe-

sising the coded process elements’ was then used to describe how the ISOP was 

practised in case SysDev. Besides being based on the coded process elements 

the empirical description of how the ISOP was performed is mainly based on 

the process description given by the line manager at the IS supplier’s onsite unit 

(respondent S7). In parallel with the identification and coding of process 

elements, the process was graphically shaped.  

 

Each empirical summary includes a description of the respondent, his/her posi-

tion in the firm, and work tasks and responsibilities in the ISOP. In addition to 

this role description, the empirical summary includes a section structured in 

accordance with the dimensions represented in The IS OUT Framework. The 

structuration of the summary in accordance with the dimensions is a result of 

the structure of the interview guide. The summary, based on the interview tran-

script, indicates different conditions that the respondent has pointed out as 

influencing the performance of the ISOP. The summary also indicates characte-

ristics distinguishing how the ISOP was practised in case SysDev. Quotations 

are used to highlight statements that for instance relate to The IS OUT Frame-

work, the respondent’s belonging to a certain organisational level, or distingui-

shing aspects of the process practice. In parallel with the development of the 
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empirical summaries, working material from each interview transcript was 

documented and stored to facilitate the forthcoming analysis. The working 

material includes notes taken during the development of each empirical 

summary. Further the working material includes documentation of conditions 

interpreted as influencing the ISOP. The conditions documented in this initial 

step of analysis are those interpreted as related to The IS OUT Framework.  

 

Shortly after the development of the empirical summaries they were sent to the 

respondents to ensure authenticity (cf. Beverakis et al., 2009). Consequently the 

respondents were given the possibility to review their statements and confirm 

the descriptions or give suggestions for revision. The choice of letting the 

respondents review their statements seemed important for purpose of internal 

validation (Jacobsen, 2002). Working with the empirical descriptions thus 

served as an initial analysis, since it contributed to a more framed interview 

material for the forthcoming analysis as well as tentative analysis results. In the 

following section the steps of the data analysis are presented.  

 

3.4.5 Interpretation and analysis of empirical data 

In qualitative research the data analysis is an on-going activity that starts with 

the first interview and continues through the entire research process (Kaplan & 

Maxwell, 1994). The data analysis in the present study cannot be explained 

through the use of one analysis method but rather through an influence of 

different analysis methods. The analysis could be described as comprising two 

parts – (I) the identification of key conditions, the description and explanation 

of key conditions’ significance as well as their relation to the ISOP and (II) a 

description and explanation of the ISOP.  

 

Analysis part I 

The use of a theoretical framework has consistently influenced the inter-

pretation and analysis of the collected data. Even though The IS OUT Frame-

work influenced my interpretations, the ambition has been to view the data 

with open eyes to identify new insights suggested by the data rather than 

imposed by the framework (cf. open coding (Strauss & Corbin, 1990)). The idea 

is to take advantage of the uniqueness of the specific case data to contribute 

with new insights that improve The IS OUT Framework (cf. Eisenhardt, 1989).  
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The IS OUT Framework and the interview guide were used to maintain the 

focus on data collection and during the following steps on working with the 

collected data. The initial step of analysis included immediately summarising the 

interview, producing interview protocols and noting preliminary findings. 

Further, it included transcribing the recorded interviews and reading through 

the transcriptions. The production of the empirical summaries, resulting from 

the initial analysis, can be compared with what Miles and Huberman (1994) 

refer to as data reduction. The technique used to develop the empirical 

summaries on the basis of the interview transcripts could be described as 

‘sentence condensation’ (Kvale, 2007) (own translation, in Swedish ‘menings-

koncentrering’). The technique includes that the respondent’s statements are 

formulated more concisely. The development of the empirical summaries was 

guided by the central themes in the respondent’s answers, answer repetitions, 

stressed opinions and thoughts as well as the dimensions in the interview guide. 

Quotations were used to increase transparency, which makes it possible for the 

reader to assess the researcher’s interpretations and further make their own 

interpretations of the interview data. Working with the interview transcripts for 

the production of empirical summaries also included the use of memos (cf. 

Miles & Huberman, 1994). Thoughts and reflections where noted in the mar-

gins of the empirical summaries, for example, the initial coding of the respon-

dent’s answers.  

 

The coding procedure is based on the interview data, results of the workshops 

and the empirical summaries. Produced sketches and project documentation 

have primarily been used for verification of respondents’ statements and to give 

substance to answers. The coding procedure included iterative reading of the 

data, for instance, going back to the complete interview transcripts, to sort out 

and refine conditions emerging from the data and identified as important in 

relation to the studied phenomenon and formulated purpose. The answers were 

coded according to The IS OUT Framework, in other words organised along 

the key conditions in the framework, and potential directions to reconsider and 

improve the framework. The conditions are a result of the identification of 

patterns across collected empirical data where the conditions could be 

explained as summarising and systematising the content of the data (cf. Yin, 

2003; Braun & Clarke, 2006). An example of pattern identification across 

collected data is provided in Table 3.3. 
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Identified conditions and their significance as well as their relation to different 

phases of the ISOP, actor and organisational level are documented based on 

empirical data (see Table 3.4 for an example). The most central conditions, 

translated into key conditions using the terminology in The IS OUT Frame-

work, are those discussed by a majority of the respondents using the units of 

analysis as level of analysis. To give an example, I use the unit of analysis ‘orga-

nisational level’. To be assessed as a key condition in relation to ‘strategic level’ 

the condition should be traceable to at least two out of the three respondents 

representing the strategic level. The same procedure is used to identify key 

conditions in relation to actor. To be assessed as a key condition in relation to 

the actor ‘IS supplier’s onsite unit’ the condition should be traceable to at least 

five out of the nine respondents representing the IS supplier’s onsite unit. 

 

Table 3.3: Example of identification of condition in collected, empirical data 

Statement/significance (respondent) Condition 

Technical issues, type of network and infrastructure, access to 

applications, servers and permissions should work (S6, S8, S10, S11, CC16, 

CC18) 

Begin with the IT-solution from the very beginning: “this we know so 

therefore we act proactively”. (S14) 

What has been difficult is related to infrastructure and security (S7, S13, 

CC15) 

There are different requirements of security that you have to follow when 

moving things from one country to another country (S9) 

The receiving unit must have access to be able to perform work remotely 

(S12, CC19) 

Citrix machines (CC17, CC18) 

Slow network connections (C2) 

Technical 

infrastructure 

(included in 

The IS OUT 

Framework) 

 

To further exemplify, the key condition ‘technical infrastructure’ provides an 

example of the analysis procedure in Table 3.4. The information provided in 

Table 3.4 presents how the key condition ‘technical infrastructure’ is related to 

the phases of the ISOP, respondents and actor as well as organisational levels. 

The relation to the ISOP phases is based in the interview data; the relation to 

actor is based on the respondents’ firm belonging and the relation to organisa-

tional level is based on how respondents’ have been categorised in the organisa-

tional levels as a result of their work tasks and responsibilities. The information 

in Table 3.4 reveals that the key condition ‘technical infrastructure’ is identified 
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as influencing the practice of the ISOP in the negotiation phase and the 

transition phase. Further ‘technical infrastructure’ is identified as influencing the 

ISOP from an IS supplier onsite unit as well as a captive centre perspective. 

This is a result of the key condition being identified in nine out of nine 

interview transcripts representing the IS supplier’s onsite unit and five out of 

five interview transcripts representing the IS supplier’s captive centre. Table 3.4 

further provides the information that the majority of respondents representing 

the organisational levels, experience that the technical infrastructure influence 

the practice of the ISOP.  

 

Table 3.4: Example of part of analysis procedure 

Key 

condition 
ISOP phase 

Actor & 

Respondents  

Organisational 

level 

Technical 

infrastructure 

Negotiation: Negotiations 

should include who is 

responsible for IT 

infrastructure set-up. 

 

Transition: Technical issues, 

such as accesses, networks, 

permissions and security issues 

need to be resolved during or 

before transition phase. 

IS supplier’s onsite 

unit: S6, S7, S8, S9, S10, 

S11, S12, S13, S14 9 (9) 

 

IS supplier’s 

captive centre: 

CC15, CC16, CC17, 

CC18, CC19 5 (5) 

 

Client: C2 

Strategic: S6, S14 

2 (3) 

 

Operative: S7, S8,  

S9, S10, S13, CC15, 

CC16, C2  

8 (9) 

 

Systems: S11, S12, 

CC17, CC18, CC19 

5 (5) 

 

For the purpose of describing and explaining the significance of key conditions 

and their relation to the ISOP both an empirical and theoretical perspective is 

used. Identified key conditions are empirically and theoretically described and 

explained using the units of analysis. This way of performing the analysis re-

quired going back to the summaries of empirical data as well as to the actual 

interview transcripts. This procedure led to additional iterations working with 

the data. In turn new insights were identified and other interpretations of the 

respondents’ answers resulted from an increased understanding of the data. 

Consequently, additional key conditions were identified, some key conditions 

were reconsidered as not central in relation to the purpose of the study and 

some key conditions were merged. This further included going back to the 

literature to identify the significance of key conditions from a theoretical point 

of view. Going back to the literature helped identify additional key conditions 

as their relevance was identified in both research and practice. Thus, the 

analysis can be described as iterative where empirical data have provided insight 
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into the theory and vice versa. The theoretical descriptions of the key condi-

tions made it possible to highlight similarities and differences in comparison 

with the empirical descriptions. As part of combining empirical and theoretical 

contributions, concept graphs were produced for the purpose of distinguishing 

the significance of each key condition (cf. data displays (Miles & Huberman, 

1994)). The analysis resulted in conclusions regarding the significance of key 

conditions as well as their relation to the four units of analysis.  

 

Analysis part II 

The description and explanation of the ISOP as an inter-organisational process 

are a result of combining theoretical and empirical contributions. One of the 

results of applying a process perspective for studying the ISOP is a set of 

process elements. As previously stated these process elements have been used 

as a guide in transcribing the interview. To identify how this research study 

would contribute to the knowledge base of the ISOP, it was necessary to review 

previous research. This review aimed to identify how other researchers have 

described and explained the ISOP using a similar process perspective as in the 

present study. Earlier research contributions on the ISOP are synthesised, 

described, and explained both textually and graphically using notation for 

process graphs. The empirical description of the ISOP builds on the statements 

of the respondents and coded process elements. The empirical, textual version 

of the process is complemented with both detailed and focused process graphs 

as well as all-embracing process graphs. Process graphs contribute to a 

visualised version of the process, which facilitated the discussion of the process 

with the respondents. The feedback received during the two workshops served 

as input for reconsidering the description and explanation of the ISOP from an 

empirical perspective.  

 

The description and explanation of the ISOP in Chapter 6 are thus a result of 

combining the conceptual description of the ISOP presented in Chapter 4 and 

the description of the process as performed in case SysDev (presented in 

Chapter 5). The description and explanation of the ISOP focus on the phases 

where each phase is presented with primary activities, primary actors as well as 

main output and goal. Further the contributions of the first part of the analysis 

have influenced the ISOP presented in this research. For instance, the first part 

of the analysis yielded significant activities as well as important roles in relation 

to the different phases of the ISOP. 
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The data analysis, both in the form of the methodological considerations pre-

sented in this chapter and the presentation of the analysis of case SysDev in 

Chapter 6, has been described with an ambition to achieve a transparent pre-

sentation. When performing interpretive case study research, it is vital to 

describe the arrival at the results in a detailed manner (Walsham, 1995). As a 

consequence, it is possible for the reader to follow the interpretations made by 

the researcher, assess the interpretations and further to make their own inter-

pretations.  

 

3.5 Evaluative comments on the study 

To assess the research study Klein’s and Myers’ (1999) principles for con-

ducting and evaluating interpretative field research are used. It is worth 

mentioning that the principles were not used in the design of the present 

research study but in retrospect. The principles are briefly described below 

together with personal assessments on how each of the principles has been 

followed in the present research study.  

 

The first principle, the fundamental principle of the hermeneutic circle, suggests that all 

human understanding is achieved by moving back and forth between the 

interdependent meaning of parts and the whole that they form (Klein & Myers, 

1999). The abductive character of the research study is recognised in the way 

the interpretative work has been carried out. Iterations of interpretation of the 

data material resulted in new insights, which increased the understanding of the 

studied phenomenon as well as contributed to the formulated purpose of this 

research. 

 

The second principle, contextualisation, includes critical reflection on the social 

and historical background of the research setting; showing how the situation 

under investigation emerged (Klein & Myers, 1999). The principle of context-

ualisation has been covered quite extensively in the description of case SysDev. 

The social and historical background of the client–supplier relationship in case 

SysDev has been reflected on in the description of case SysDev, during the 

analysis of case study data, and in the presentation of case study results.  

 

The third principle, interaction between the researcher and the subjects, includes critical 

reflection on how research data were socially constructed through interaction 

between researcher and participants (Klein & Myers, 1999). Even though I have 
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not critically reflected on how data were socially constructed through inter-

action with participants I have described my role as a researcher doing inter-

pretative research. This includes how I have approached the researched setting 

and the character of the interactions between me as a researcher and the parti-

cipants. Further I have been open with how data have been collected and 

worked with to yield the presented conclusions and contributions.  

 

The fourth principle, abstraction and generalisation, includes relating the details 

revealed by the interpretation of data through application of the first and 

second principles to theoretical, general concepts that describe the nature of 

human understanding and social action (Klein & Myers, 1999). To make it 

possible for the reader to follow the arrival at theoretical insights, the descrip-

tions include a detailed summary of case SysDev based on collected data, the 

interpretation of collected data through constant comparisons between theory 

and empirical data ending in a reconsidered conceptual framework.  

 

The fifth principle, dialogical reasoning, includes sensitivity to possible contra-

dictions between the theoretical preconceptions guiding the research design and 

actual findings with subsequent cycles of revision (Klein & Myers, 1999). The 

confrontation of theoretical preconceptions has been addressed by using open-

ended questions in the collection of interview data. The new insights resulting 

from the analysis of collected data have guided the reconsideration of The IS 

OUT Framework. The conceptual framework described in Chapter 7 could 

best be explained as a result of repeated re-interpretation of theory and empi-

rical data, which characterises the abductive approach of the research.  

 

The sixth principle, multiple interpretations, includes sensitivity to possible dif-

ferences in interpretations among the participants, for example as expressed in 

case study material (Klein & Myers, 1999). Even though conflicting inter-

pretations have not been sought, the idea of including participants across 

organisational levels and firms was to display differences in the interpretations 

of the studied phenomenon. The extensive description of case SysDev in-

creases the possibility for the reader to assess how participants interpret the 

situation under study and to follow the interpretations made by the researcher 

regarding differences in participants’ interpretations. The different units of 

analysis have directed the work of studying differences in interpretations among 

included participants. 
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The seventh and final principle, suspicion, includes sensitivity to possible biases 

and distortions in the data collected from the participants (Klein & Myers, 

1999). I have approached the identification of biases and distortions through 

the ambition of reaching an all-embracing view of the studied setting. Besides 

including participants across different organisational levels and firms, I have 

discussed the setting with “outsiders” such as in pilot interviews and in several 

talks with my contact persons at the focal case study firm. My interpretation of 

the setting as a result of talking with these outsiders does not differ extensively 

from what has been told by the participants. Besides, the workshops included 

the possibility to discuss the studied phenomenon in relation to the research 

setting in-depth where discussions did not point to or revealed any biases.  

 

In conclusion, it can be mentioned that some of the work related to these prin-

ciples have not been accounted for in detail in the descriptions of the research. 

While some principles were used during the work process, they are not to the 

same extent reflected in the presentations. Yet most of the principles suggested 

by Klein and Myers (1999) have been addressed in this research study. The 

principle of contextualisation has perhaps most clearly been demonstrated in 

the text whereas the principles of interaction between researcher and the 

subject and suspicion have been least accounted for in the presentation of the 

present study.  

 

3.6 Ethical considerations 

To discuss ethical aspects in relation to this study, the following three criteria of 

ethical considerations are used (Jacobsen, 2002): informed consent, privacy, and 

correct data rendering. 

 

Informed consent 

Informed consent means that participants in the research should partake on a 

voluntary base. The decision to participate should be based on the information 

given about the research study and the possible risks or benefits that it may 

entail for participants. All participants in this study consented to participating 

after being given a short presentation of the research. The information about 

the study included the overall purpose of the case study, how case study results 

should be used and how participants would be given the possibility to review 

parts of the thesis manuscript. The confidential nature of the case study was 
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further stressed. To ensure confidentiality they were also informed that dif-

ferent persons at the cast study firm would be given the opportunity to read 

parts of the manuscript before publication. In addition, the benefits of partici-

pating were described. 

 

Privacy 

Privacy includes that participants in the research study should not have to be 

anxious about that their private sphere being threatened. To meet the require-

ment of privacy, the researcher has to consider the perceived sensitiveness of 

the information. Further, privacy includes the possibility for an outsider to 

identify individuals in the data presented. The fewer individuals included in the 

study the greater the risk to reveal identities. Consequently, this is often a 

problem when doing qualitative research, which is often based on a small 

number of studied objects. 

 

To fulfil the requirements of privacy, the respondents were given the chance to 

read through descriptions based on the interview data continuously as new 

versions of the descriptions were available. The first time that the respondents 

were given the possibility to review descriptions was at the time for the 

workshops. For reasons of privacy and security, I found it important to discuss 

the descriptions based on the interview data thoroughly and receive feedback 

on information that was perceived as too sensitive, or data that had been 

misinterpreted. Consequently, one part of the workshops was devoted to this 

kind of privacy issues. During the workshop with the IS supplier, some issues 

regarding too sensitive information were discussed, and then served as input to 

the revision of empirical descriptions. Out of the 19 respondents, 7 used the 

opportunity to give written feedback in connection with the workshops. The 

revised empirical descriptions were sent to my contact person at the focal case 

study firm before distributed to the respondents at the IS supplier firm. The 

contact person together with the respondents then had the opportunity to 

review the new version of the descriptions based on the interview data. None 

of the respondents returned comments including suggestions for revision. For 

reasons of security, relevant parts of the thesis manuscript have also been 

reviewed by security managers at both the client firm and the IS supplier firm.  
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Correct data rendering 

Collected data should be rendered as complete as possible and when published 

not taken out of its context. Even though it is not possible to include complete 

interview transcripts, entire data should be presented for the importance of 

understanding research results. In addition the researcher should always aim at 

openness, explicitly describing different choices of directions during the re-

search process. Not until the choices of direction are described can they be 

exposed to critique. As mentioned earlier the ambition was to be as open as 

possible in describing the steps performed for obtaining the research results. 

The descriptions have been guided by transparency and when choices of paths 

have been present, these have been presented and the chosen research path has 

been motivated. Regarding how collected data are presented, the form used in 

this research, that is, empirical summaries, is assumed to increase the possibility 

for the reader to assess choices of research directions and interpretations of the 

data material. In this view, empirical summaries together with the use of 

quotations representing fragments of the interview data are deemed fruitful. 

 

3.7 Summary Chapter 3: Methodological considerations 

This chapter contributes an explanation to how the problem area of this study 

was approached and how the study was conducted. The chapter includes the 

presentation of the methodological considerations in relation to the research 

approach, the research design, data collection, and the analysis of case study 

data. Given the purpose of the study, it is argued that the study should be based 

on qualitative case study data collected from interviews and workshops. The 

presentations further argue for the use of The IS OUT Framework in the 

design of the case study and to guide the data collection as well as the empirical 

descriptions and data analysis. The use of The IS OUT Framework as a guide in 

several steps of the research is motivated as it assures the extension of the 

accumulated knowledge of the ISOP. The chapter also includes a description of 

the selection of case firm and case as well as the abductive character of the 

analysis. The analysis, including repeated interaction between theory and empi-

rical data in the interpretation, contributed new insights into the ISOP. The 

descriptions of the present study aim to fulfil the requirement of transparency 

pertaining to interpretative studies, to ensure that the readers can follow, assess, 

and make their own interpretations. 
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4 Conceptualising IS outsourcing as an inter-
organisational process 

 

The purpose of this chapter is to conceptually describe and explain the ISOP. For this purpose 

an applied process perspective is developed based on business process literature. More speci-

fically, the applied process perspective is based on the constituent elements of a business process 

as well as important conditions in the environmental surroundings of a business process. These 

elements and conditions are argued to be the essential constituents of understanding IS out-

sourcing as an inter-organisational process. Combining findings from a review of previous 

research on IS outsourcing as a process with the applied process perspective results in a con-

ceptual description and explanation of the ISOP.  

 

 

4.1 Elements for understanding IS outsourcing as an inter-
organisational process 

IS outsourcing has grown to become a matured practice; a means for realising 

the strategic purposes of business (Willcocks & Lacity, 2012). It is embraced as 

a means for meeting demands in a globalised market (Friedman, 2005) as well 

as being an opportunity for new business practices through collaborative inno-

vation (Whitley & Willcocks, 2012). Understanding IS outsourcing as a strategic 

means implies the importance of identifying the practice of IS outsourcing (cf. 

Tolis & Nilsson, 1996). Describing and explaining the practice, constitute the 

condition for creating a common view and understanding among actors in the 

practice (Axelsson & Melin, 2002), which in turn is required for reaching 

innovative, strategic and operative values. For the purpose of describing and 

explaining the practice of IS outsourcing, a process perspective is applied in this 

study.  

 

The application of a process perspective includes that the firm is considered as 

horizontal, meaning that an entire business view is used for the production of 

results valuable to specific clients (Davenport, 1993; Hammer & Stanton, 1999). 

The process of IS outsourcing could be explained as a relationship where actors 

from the client and the supplier organisation work together on complementary 

activities for the purpose of achieving best possible result and mutual benefits 

(cf. Anderson & Narus, 1990; Ford et al., 2010). From this point of view, the 

process of IS outsourcing could be referred to as an inter-organisational process 
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in a business relationship where an organisation is a business with its own 

accountability for results within given legal bounds (Goldkuhl & Röstlinger, 

2005; Christiansson & Christiansson, 2006). Briefly this describes that the 

practice of IS outsourcing includes two or several organisations in cooperation, 

where the cooperation involves activities performed across organisational 

boundaries and where the organisations provide the resources that the coopera-

tion requires. Resources include, for example, persons, competence, time, tech-

nology and information (Bergman & Klefsjö, 1995). Information can be sub-

divided into databases, documents and oral commitments, and technologies into 

Internet, search engines, cell phones and software applications. Basically 

information and technologies are used by actors to make work more efficient 

(Langefors, 1995; Alter, 2008). 

 

In client–supplier relationships technical resources are often critical as they 

provide the basic conditions for interaction and therefore assist the building of 

adaptations, mutual trust, and contact patterns (Håkansson, 1982). Being part 

of cooperation should be a result of the single organisation’s needs and will 

(Ring & Van De Ven, 1994) where the cooperation includes a joint use of 

resources in an ideal win-win relationship (Gummesson, 2002). It is argued that 

inter-organisational development processes depend on the understanding of 

business relationships (Axelsson et al., 2002). In inter-organisational business 

processes the business relationship is thus crucial. To further exemplify, it is 

important that the actors experience the relationship as trustworthy and that 

everyone contributes to the cooperation, for example, through personal invest-

ments and through the fulfilment of commitments (Håkansson, 1982). As a 

result of the globalisation, IS outsourcing commonly includes cooperation not 

only across organisational boundaries but also national boundaries. Such a 

circumstance means differences in, the areas of legislation, strategies, 

infrastructure, technology, culture, politics, and language, which are all some-

times described as barriers or braking forces in international business relation-

ships (Sousa & Bradley, 2005; Ljungberg & Larsson, 2012).  

 

4.1.1 Elements in a business process 

The inter-organisational characteristics of the ISOP coincide with the descrip-

tion of a business process. A business process is a cross-functional process in 

an organisation or between organisations (Bergman & Klefsjö, 1995; 

Mårtensson & Steneskog, 1996) and reflects the way of working in organisa-
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tions (Harrington, 2006). As an inter-organisational process, the design and 

management should be regarded in relation to the perspectives of both the 

client and the supplier firm (Davenport, 1993).  

 

The traditional view on business processes originates from manufacturing and 

includes the definition of a business process as the transformation of inputs to 

outputs based on a definable input that initiates a flow of interrelated activities 

for the production of results that add value for certain clients (Davenport, 

1993; Palmberg, 2009). This is however expressed as a too restrictive view in 

knowledge-intense processes because of interpretations by actors and un-

structured interactions (Richter-von Hagen et al., 2005). Business processes that 

rely on human interaction are therefore rather referred to as a coordination of 

activities than to a strict transformation. Based on a combination of these both 

emphases (coordination, transformation) a business process is here defined as 

the repeatable set of coherent activities performed by actors across organisational boundaries in 

cooperation where resources are shared to generate the best possible result for specific (internal 

or external) client(s). The definition is based on the following characteristics of a 

process (Porter, 1985; Hammer, 1990; Steneskog, 1991; Davenport, 1993; 

Österle, 1995; Van Looy, 2012):  

 flow oriented 

 set of coherent activities due to coordination 

 repeatable 

 clear beginning and end 

 identified inputs and outputs 

 performed by one or more actors (may represent individual, 

professional role, position, organisation, machine) 

 uses resources of different types (individuals, IS, machine, 

information, knowledge, IT) 

 scope includes one or several organisations 

 produces result 

 client focused  

 value creation oriented 

 

Business processes can be categorised according to their functionality 

(Armistead et al., 1999; Palmberg, 2009). Core processes, or value-adding pro-

cesses, are operational processes that concern the production and delivery or 

products or services of value for an external client. Supporting processes could 
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be described as value-enabling processes that support the core processes, thus 

facilitating organisational performance by contributing value to internal clients. 

This includes for example processes in information management and human 

resources. The third category is represented by management processes which 

are linked to the business strategy and include the overall controlling of 

activities in organisations. Since the process of IS outsourcing implicates to 

contribute value-adding outputs and result this chapter is mainly focused on 

defining value-adding, core processes.  

 

The business process life-cycle can be described as including phases of model-

ling, deployment and optimisation (e.g. Harrington, 1991), and designates the 

most basic business process capability areas (Van Looy, 2012). In short, 

modelling includes the design and analysis of business processes and involves 

the representation of business processes in graphical models. Deployment 

means basically that business processes are performed or run in real-life, thus 

being available for people, applications, and other processes. Evaluation and 

improvement distinguish the phase of optimisation. Evaluation concerns the 

evaluation of the performance of a finished business process instance. Depen-

dent on the evaluation, the optimisation of the business process can be more or 

less radical (Harrington, 1991; Hammer & Champy, 2003). The result from the 

optimisation phase constitutes input to the redesign of business processes. 

 

A business process, or a business practice (cf. Christiansson & Christiansson, 

2006) includes (Goldkuhl, 2005, p. 2):  

 

[t]hat some actors make something in favour of some actors, and 

sometimes against actors; this acting is initiated by assignments from 

some actors, and is performed at some time and place and in some 

manner, and is based on material, immaterial and financial conditions 

and a workpractice capability which is established and can continuously 

be changed. 

 

The primary goal of the business practice, or work practice using the words of 

the author (Goldkuhl, 2005), is to produce results (products and/or services) 

that are beneficial for someone or some people; that are internal or external 

client(s) (Goldkuhl & Röstlinger, 2005; Alter, 2006). The client could thus be 

described as the favoured part in any business practice (Goldkuhl & Röstlinger, 

2005). Adopting a business process approach implies thus a business practice 

designed from the point of view of the client (Davenport, 1993). In other 
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words the business process should be coordinated to produce value for its 

clients, indicating the importance of client representation throughout the phases 

of the business process. The structure of the business process is described by 

Steneskog (1991) as represented by activities in a flow where objects are trans-

formed to a specific client result. In a similar way, Rentzhog (1998) and Österle 

(1995) explain the business process structure as a chain of important activities 

in a repetitive flow which maps out how results are produced. Van Looy (2012) 

emphasise the coordination view of a business process as she explains the 

business process flow in terms of linear, repeatable set of coherent activities 

with a predefined degree of variation.  

 

Based on the definition of the business practice, the following elements are 

seen as central in the practice: actor, activity (action), object (material or im-

material), capability, experiences and memories (Goldkuhl & Röstlinger, 2005). An 

actor performs an activity which includes making use of one or more objects. 

An object can take different roles in relation to activities. It can be used as an 

input (basis for/a prerequisite) of an activity or be the output of an activity. The 

object can take the role of an instrument (methods, documents, IT) assisting 

the actor or be the actual performer of an activity. Through interactions 

activities are defined and formed, that is coordinated, as part of the inter-

organisational relationship. Hence, relationships are central in the business prac-

tice.  

 

The capability of the business practice is represented in individual, collective, 

material, informative and financial capability and is required for the purpose of 

the practice. Actors perform the business practice in accordance with the capa-

bility established in the business practice. Also artefacts’ functionality consti-

tutes part of the capability of the business practice. The capability is based on 

actors’ experiences and memory. As a result of being part of performing the busi-

ness practice the actors gain experiences and lessons learnt can then be used in 

forthcoming business practices. In other words actor’s experiences are im-

portant for the refinement of the business practice. Experiences further in-

fluence how relationships are perceived. Based on experiences of cooperation, 

actors’ attitudes and behaviours take form and influence the overall relationship 

(Håkansson, 1982). To learn from experiences, these have to be remembered. 

For this purpose, the memories of practice should be documented (Goldkuhl & 

Röstlinger, 2005). Memories of practice mean basically that important 

experiences and lessons learnt are documented and saved for later usage. 
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The business practice conditions a number of requirements. Knowledge is needed 

for preparation of activities, performance of activities and evaluation of activi-

ties (Goldkuhl & Röstlinger, 2005). Knowledge can be developed through, for 

example, education, going through/studying descriptions, such as process 

descriptions, role assignments, textbooks or by learning by doing. Goldkuhl and 

Röstlinger (2005, p. 4) describe it as “practising a business means practising 

knowledge and competence”. In other words actors’ collected knowledge from 

performing a business practice influences possible actions and how these are 

performed for producing valuable results for the client. Besides knowledge the 

actor needs access to different instruments (object), which assist actors in 

performing activities. Example of instruments are methods and modes of 

procedure used in a business practice, standardised documents, forms and 

formulas, and IT-systems (Goldkuhl & Röstlinger, 2005).  

 

Another central aspect of a business practice is that its performance is based on 

an assignment. In other words, the business practice is always directed towards 

someone, the assignment orderer of the work practice (Goldkuhl & Röstlinger, 

2005). Thus activities are not done for the practice itself. Even though there is a 

great focus on the assignment orderer it is important to keep a balance between 

client requirements and the organisation’s own requirements. Consequently, 

there should be a win-win situation where the process result is beneficial for 

someone or some users (Goldkuhl, 2000). One way of realising a win-win 

situation is through an agreed assignment (Axelsson et al., 2002), expressing the 

mutual commitment for future activities, and which benefits both the assign-

ment orderer and the organisation providing the business practice.  

 

In performing a business practice the ambition is to perform it in a good 

manner. To be able to determine whether a business process is in “good or bad 

shape” process performance indicators, or norms and rules (Goldkuhl & Röstlinger, 

2005), should be clearly defined (Dumas et al., 2013). Performance indicators, 

sometimes referred to as key performance indicators (KPIs) (Kaplan & Norton, 

2001), are primary objectives derived from the strategy (Atkinson et al., 1997) 

used to plan and evaluate process quality and performance in terms of critical 

success factors such as time, quality, costs and flexibility. Hence, business pro-

cesses are designed to contribute to strategic alignment, that is, business pro-

cesses that are aligned with strategies and goal of the organisation as well as client’s 

needs (Lee & Dale, 1998).  
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Another vital measure for assessing the continuation of a business process is 

client satisfaction (Davenport, 1993; Mårtensson & Steneskog, 1996). To ensure 

that client needs are met business processes need clearly defined owners 

(Davenport, 1993). The process owner or manager is responsible for the design, 

performance and definition of performance indicators, and the monitoring of 

the business process to ensure its quality (Österle, 1995; Dumas et al., 2013). 

Process management can thus be described as the process for “the achievement 

of an organisation’s objectives through the improvement, management and 

control of essential business processes” (Jeston & Nelis, 2006, p. 11). 

 

Communication could be described as the glue keeping the business practice 

together (cf. Goldkuhl & Röstlinger, 2005). Through communication, activities 

are coordinated, work initiated and cooperation controlled, to give some 

examples. Consequently, communication can be defined as constituting the 

foundation of any business practice. The performance of a business practice 

can be described as an inter-organisational practice where communication con-

ditions the existence of the practice. It is therefore important to recognise that 

business processes are not only about practices of performing activities across 

organisational boundaries but also about practices with no clear inputs, flows, 

and outputs (Keen, 1997). The on-going communication and the building and 

maintenance of relationships could be described as these “soft” processes 

(Keen, 1997, p. 19) that lack obvious inputs, flow patterns and outputs but yet 

have a great impact on the business process success and further a firm’s 

success. Consequently, these “soft” processes, as for example communication 

and relationships, should be managed as areas for improvement in business 

processes in general.  

 

4.1.2 Summary of business process elements for understanding IS 
outsourcing as an inter-organisational process 

Below the business process elements important for understanding IS out-

sourcing as an inter-organisational process are summarised. These business pro-

cess elements are intended to be used to facilitate the description of the ISOP 

(cf. Christiansson & Christiansson, 2006). 

Elements in a business process: 

 goal – target value, indicates purpose in relation to business strategies 

and goals 

 activity – a desired way or working to reach a specific result 
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 flow – structure of activities and the information required to be able to 

maintain a direction between activities with a predefined degree of varia-

tion 

 input – a base for/a prerequisite to be able to conduct activity, can re-

present a trigger, that is a process initiator  

 output - partial result, may constitute trigger to another process, can be 

of same significance as result 

 result – the purpose of the work conducted, something that is produced 

and offered, the result of performed activities, can be material or im-

material, satisfied client requirement 

 actor – someone/some people who demand/initiate, provide and per-

form activities based on capability, experiences and memory, may repre-

sent individual, professional role, position, organisation, machine, arte-

fact (IT, application) 

 client – the favoured part, someone that benefit from the result in their 

daily usage (can represent organisations, person and group of persons) 

 organisation – a business with its own accountability for results within 

given legal bounds 

 capability – relate to the ability of actors and artefacts to run a well-

functioning practice and may include individual, collective, material, 

informative and financial capability, is based on actors’ experiences and 

memory 

 

Prerequisites in a business process: 

 resources/instruments – necessities assisting actors in the practice, 

may include for example information (documents, databases, formulas, 

oral commitments), technologies (Internet, search engines, cell phones, 

software applications, IT), competence, time, methods, and mode of 

procedures 

 knowledge – actors need to possess certain knowledge to prepare, per-

form and evaluate activities (include both explicit and tacit knowledge) 

 performance indicators – operationalised process characteristics de-

rived from strategy, used to plan and evaluate process quality and per-

formance in terms of critical success factors such as time, quality, costs, 

and flexibility 
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4.2 Environmental surroundings of a business process 

How successful a business practice is depends partly on its fit with surrounding 

environments. The environmental surroundings of a business process in general 

are here represented by ‘the business process environment’ (e.g. Alter, 2006) 

and ‘the interaction environment’ (Håkansson, 1982), also referred to as the 

firm environment (Mårtensson & Steneskog, 1996), the net (Mattsson, 1997) 

and the business network (Anderson et al., 1994). 

 

4.2.1 The business process environment and important conditions 

A business practice is understood in relation to a business process environment 

(cf. Alter, 2006). In this study ‘the business process environment’ is operationa-

lised as the business context in which the business process operates. The busi-

ness context could be described as represented in the relationship perspective 

and composed partly of the inter-organisational character of the ISOP partly of 

an organisational design in three levels based on the different perspectives 

actors’ adopt on the ISOP. For the purpose of reducing gaps among different 

actors entire process descriptions are found fruitful (Österle, 1995; Tolis & 

Nilsson, 1996), especially as they provide actors with a common view and 

understanding of business processes in a specific business context. Process 

descriptions include the modelling of business processes diagrammatically such 

as in the form of graphs, work flow diagrams, process maps and process charts 

(Österle, 1995; Röstlinger & Goldkuhl, 2006; Weske, 2010; Dumas et al., 2013). 

Entire process descriptions thus facilitate communication about business 

processes across organisational boundaries as well as contribute to smooth 

deliveries across process boundaries (Davenport, 2005b, p. 102). Further, they 

provide an integrated view of a practice which is aimed to be used by different 

stakeholders for different purposes (Nilsson et al., 1999; Christiansson & 

Christiansson, 2006; Ljungberg & Larsson, 2012). Studying business processes 

thus requires an entire business view where the business process is put in 

relation to business strategies and IS and IT, where the latter two constitute 

enablers in the practice of business process. In other words, business processes 

can be explained as the bridge between business requirements and technical 

implementations (Christiansson & Christiansson, 2006). Thus they may 

contribute to the achievement of business-IS (intra-organisational) alignment.  

 

From this it is understood that the ISOP cannot be analysed in isolation but has 

to be analysed with respect to business strategy and goal and in relation to IS use 
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(cf. Tolis & Nilsson, 1996). The existence of the ISOP is therefore motivated in 

relation to its contribution to the business strategy and goal (cf. Alter, 2008). 

Focusing on different actor perspectives and how they can be bridged, or 

aligned, is thus important in the practice of the ISOP (Lacity et al., 2012c). The 

development and application of process descriptions can then be fruitful means 

for bridging communication gaps. 

 

The ISOP practice also has to be put in relation to the elements of the infra-

structure (Alter, 2008; Ljungberg & Larsson, 2012). Infrastructure includes 

resources that are shared among several business processes and which the 

single business process is dependent on. Human, information and technical 

resources are part of the infrastructure. How successful a business practice is 

depends partly on its use of available infrastructure (Alter, 2006). The inter-

organisational characteristic of the ISOP further includes that organisational size, 

structure, strategy and experience of each firm influence the relationship 

(Håkansson, 1982). Organisational size is related to power, that is, a large firm 

with considerable resources has greater possibility to dominate its counterpart 

in comparison with a small firm. The structure of each organisation relates to 

the degrees of centralisation, specialisation, and formalisation which influence 

the interactions; number and categories of persons involved, communication 

channels used, and the degree of formalisation of interaction to give some 

examples. Organisational strategies influence not just intra-organisational work 

but are also important in influencing conditions in a relationship. A firm’s 

experience is a result of the collection of experiences from present and previous 

relationships. In other words, how a firm chooses to manage and commit to a 

relationship is based on the experiences of other, similar relationships.  

 

Another element in ‘the business process environment’ is organisational culture 

(Alter, 2008). Organisational cultures are for example found in the practice of 

an organisation, such as normative versus pragmatic; process oriented versus 

result oriented and in organisational values, such as centrality of work and need 

for authority (Hofstede, 2001). Also relevant policies, procedures and regulations are 

elements included in business process environment (Alter, 2008). Organisa-

tional policies and procedures can be explained as written or unwritten 

constraints on how business practices can operate. Employees are expected to 

follow policies and procedures to fulfil organisational requirements and 

strategy. The legal and regulatory environment aims to control that business 

practices operate according to federal regulations, such as tax regulations.  
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4.2.2 The interaction environment and important conditions 

As discussed above, the argument for a business process is related to a formu-

lated business strategy. The business strategy in turn is reflected in relation to a 

present firm environment and states how the single firm should act on the 

market/submarket, which segments and relationships to focus on and indirectly 

what should constitute the core business of the firm (Mårtensson & Steneskog, 

1996). The embedded context of suppliers and clients, in which a business 

relationship occurs, is in marketing research termed ‘business network’ 

(Anderson et al., 1994) or simply ‘net’ (Mattsson, 1997). The firm environment 

can be explained as more or less manageable dependent on its degree of 

uncertainty (Nilsson & Rapp, 2005). This could be explained as the extent to 

which it is possible to proactively manage changes in the firm environment. 

 

In the interaction approach, business interactions are explained as being 

considered in a wider context, including several environmental aspects such as 

market structure, dynamism, internationalisation, social system, and position in the 

manufacturing channel (Håkansson, 1982). The market structure indicates the 

market that the relationship is occurring in, whether it is national or interna-

tional. The market structure also determines the rate of change, the concentra-

tion of suppliers and clients and the number of alternative relationships 

available. The degree of dynamism influences, among other things, the actors’ 

ability to anticipate and predict changes in the market, which eventually will 

affect the relationship. Internationalisation of the market includes the 

internationalisation of the buying or selling market which may influence the 

firms’ motivation to join international relationships. Internationalisation may in 

fact affect the firm’s structure in sales arrangements overseas, know-how 

required, for example, in languages and trade legislation (Ljungberg & Larsson, 

2012). The social system, the wider environment surrounding a particular 

relationship, has to be considered since it may bring obstacles for interactions. 

This is especially evident in an international context where attitudes and 

perceptions may differ on a generalised level. Aspects such as protocols, 

policies/constraints, regulations, and ways of behaving influence the actors. 

Generalised differences in behaviours and attitudes can often be explained in 

terms of culture and cultural dimensions. Cultural dimensions on a national 

level include power distance, uncertainty avoidance, individualism versus 

collectivism, masculinity versus femininity, long- versus short-term orientation 

(Hofstede, 2001). In particular the dimension of power distance is found to 

influence international business relationships (Rao, 2013). Power distance is 
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defined as “the extent to which the less powerful members of institutions and 

organisations within a country expect and accept that power is distributed 

unequally” (Hofstede, 2001, p. 98). In other words, “members of high power 

distance cultures accept inequalities among individuals as appropriate, while 

emphasis on equality and a sense of discomfort with hierarchical distinctions is 

characteristic of low power distance cultures” (Rao, 2013, p. 9). Finally, a focal 

relationship has to consider its position in the manufacturing channel, from 

primary producer to final consumer. As a result, the firms can increase the 

understanding of how other relationships in the business network influence the 

focal relationship. Conditions in ‘the interaction environment’, as the ones 

described above, need to be considered as they influence how the ISOP is 

understood and practised in a client–supplier relationship.  

 

4.2.3 Summary of environmental conditions important for 
understanding the IS outsourcing process 

For an increased understanding of ISOP success the process needs to be re-

garded in relation to environmental surroundings and conditions found in 

these. Environmental conditions important for understanding a business pro-

cess in general are summarised below. 

 

Conditions in ‘the business process environment’: 

 strategies – include the firm, organisation and process strategies which 

should be aligned, relate to business goals, influence business relation-

ship 

 IS - enabler in business processes 

 infrastructure – human, information, and technical resources that are 

shared among several business processes and which the single business 

process is dependent on 

 organisational size – small versus large firms where large firms have 

greater possibility to master its counterpart 

 organisational structure – relates to the degrees of centralisation, 

specialisation and formalisation which influence business interactions 

 organisational experience – a result of the collection of experiences 

from present and previous business relationships and business process 

practices  
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 organisational culture – represented in the practice of an organisation 

and in organisational values  

 organisational policies – written or unwritten constraints on how busi-

ness practices can operate 

 regulations – are aimed to control that business practices operate 

according to federal regulations 

 

Conditions in ‘the interaction environment’:  

 market structure – determines the rate of change, the concentration of 

suppliers and clients, and the number of alternative relationships 

available 

 dynamism – influences actors’ ability to anticipate and predict changes 

in the market 

 internationalisation – the degree of market internationalisation in-

fluences the firms’ inspiration to join international relationships, may 

affect the firm’s structure, sales or buying arrangements overseas, know-

how required for example in languages and trade legislation 

 social system – the wider environment surrounding a particular rela-

tionship, includes protocols, procedures/constraints, regulations and 

ways of behaving influencing interacting actors 

 culture – generalised levels of attitudes, norms and behaviours that 

distinguishes the members of one group or category of people from 

another, may bring obstacles for interaction 

 position in the manufacturing channel – includes the position of a 

focal relationship in an extended channel, from primary producer to 

final consumer, increases the understanding of how other relationships 

in the business network influence the focal relationship 

 

4.3 Summarising the applied process perspective 

In summary, the applied process perspective in this research builds on business 

process elements and important conditions in the environmental surroundings 

of a business process. In total, the elements and conditions constitute main 

parts for understanding IS outsourcing as an inter-organisational process. In 

other words, they contribute to a conceptual description and explanation of a 

business process, which can serve as input for the conceptualisation of IS out-

sourcing as an inter-organisational process.  
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The applied process perspective is illustrated in Figure 4.1. The process graph 

in Figure 4.1, which is illustrated as found in the operative level, could be 

described as conceptually illustrating the business process elements and their 

relation to each other in a process description. The notation used is explained 

in Appendix A. The process graph in Figure 4.1 shows that the trigger initiates 

the flow of activities performed by actors. The chain of activities is aimed to 

produce a beneficial client result and where the performance of the process 

should correlate with the goal of the business process based on business stra-

tegy. Figure 4.1 further shows that the output from each activity serves as input 

to the following activity. Different resources are used to support actors during 

the practice of the business process. The practice is based on the capability of 

the practice and the actors’ knowledge. Performing the business process may 

result in gained knowledge and increased capability, which can be used in future 

business process performances. The business process performance is measured 

and evaluated using certain performance indicators where measure results may 

indicate areas of improvement. 

 

Figure 4.1 further shows that business processes are embedded in environments 

– ‘the business process environment’ and ‘the interaction environment’ – and 

may be influenced by the conditions found in these environments. Especially 

communication and actors’ relationships are shown to be crucial in business 

processes. The IS constitute enabler in inter-organisational processes and 

defined as part of the infrastructure. From a strategic perspective business 

strategies and goals are of significance and may influence the business relation-

ship.  

 

The applied process perspective for conceptually describing and explaining 

business processes is in the following sections put in relation to how IS out-

sourcing has been described as a process in previous research.  

 

4.4 Previous research on IS outsourcing as a process 

The review of the IS outsourcing process literature shows that some researchers 

have focused on IS outsourcing as an inter-organisational process including and 

integrating perspectives of both the client and the supplier (Lacity & Willcocks, 

2000; Yalaho, 2006) whereas others have adopted an actor perspective (Zeng, 

2003; Cullen et al., 2005a; Lee et al., 2008). In the following sections IS out-

sourcing as a process will be described in accordance with how other re-



 111 

searchers have defined and described it. The applied process perspective or 

more specifically, the business process elements and the environmental sur-

roundings described in section 4.3, will guide the conceptual description and 

explanation of IS outsourcing as a process.  

 

 

Figure 4.1: The applied process perspective for conceptually describing and explaining 

business processes 

 

4.4.1 Elements in the IS outsourcing process 

The tendency in describing outsourcing as a process includes an emphasis on 

phases and process activities. Zeng (2003), for example, presents a five-phased 

generic outsourcing process and main activities. Cullen et al. (2005a) expand the 

description of an generic outsourcing process and also include goals and out-

puts. In Yalaho (2006) the outsourcing process is described as consisting of six 

interrelated phases where each phase is described through main activities, pre-

conditions (or inputs), deliverables (outputs used by following phase) and per-
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formance measures. The outsourcing process described in Lacity and Willcocks 

(2000) further includes primary actors at the client and the supplier organisation 

in the practice of the process. Whereas the above mentioned researchers de-

scribe the outsourcing process from a client or relationship perspective, Lee 

(2008) provides an outsourcing process model based on the perspective of the 

supplier. Similar to other descriptions of the outsourcing process, Lee (2008) 

describes the supplier’s outsourcing process through phases, activities and 

actors.  

 

Against the background that this research acknowledges the significance of 

identifying IS outsourcing as an inter-organisational process, it is justified to 

describe the ISOP on the basis of a similar viewpoint. The outsourcing pro-

cesses described in Lacity and Willcocks (2000) and Yalaho (2006) can be 

defined as inter-organisational process descriptions as they integrate the per-

spectives of both the client and the supplier. This research further applies a 

relationship perspective acknowledging the importance of actors and their 

relationships. Using a relationship perspective, it therefore seems reasonable to 

base a generic description of the ISOP in the process description presented in 

Lacity and Willcocks (2000), especially as it includes the emphasis on activities 

performed within the boundary of a client–supplier relationship. Lacity and 

Willcocks (2000) describe the outsourcing process as consisting of six phases as 

illustrated in Figure 4.2: scoping phase, evaluation phase, negotiation phase, 

transition phase, middle phase and mature phase (in Figure 4.2 the transition 

phase and middle phase are marked with dark grey as they constitute main 

scope in this study). Each phase prepares the way for the coming phases; thus 

the success of each phase depends on the preceding ones (cf. Cullen et al., 

2005a). Specific activities, actors and an expected output characterise the phases in 

the outsourcing process (Lacity & Willcocks, 2000). Figure 4.2 is shortly 

described below. 
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Figure 4.2: Phases, outputs, and actors part of the outsourcing process in a client–

supplier relationship (adaptation of Lacity & Willcocks, 2000, p. 369) 

 

The client’s decision to engage in IS outsourcing constitutes trigger in the out-

sourcing process. This includes initiating a set of activities in a flow represented 

by the phases in Figure 4.2. The output (symbolised through the squares in 

Figure 4.2) from each phase constitutes input to the following phase. The 

activities are coordinated in the client–supplier relationship with the ambition 

to produce a process result in the form of value-added operational performance. 

The purpose includes client satisfaction which also benefits the supplier 

organisation. Reaching the mature phase, it includes the decision to terminate 

or extend the outsourcing relationship, representing the outcome of the IS out-

sourcing process. Three possible options are available: (1) extend the contract, 

(2) switch partner, or (3) terminate the relationship and bring outsourced IS 

work back in-house (Lacity & Willcocks, 2000). The choice depends on the 

strategic concerns of the client and supplier firm, the nature of the current and 

future market competition, the strength of the relationship and the overall value 

of the IS outsourcing relationship. 

 

The process of IS outsourcing as defined by Lacity and Willcocks (2000) could 

thus be explained as adopting a life-cycle perspective on the IS outsourcing 

relationship (Ford, 1982; cf. Dwyer et al., 1987). This includes that the process 

regards the evolvement of the IS outsourcing relationship starting with the 

evaluation and selection of a partner and ending with the extension or the 

termination of the relationship. The client and the supplier is represented in all 

phases except for the scoping phase which is performed by the actor (client) 
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engaging in IS outsourcing. In other words the outsourcing process includes a 

client–supplier perspective although based on the client’s outsourcing process. 

Below, the outsourcing process is further described as structured along the 

phases. In total, the descriptions of the phases contribute to a conceptual 

description of the ISOP, which constitutes one of the building blocks towards a 

generic description and explanation of the ISOP. 

 

Primary activities of the scoping phase constitute the identification of client’s 

core activities and competences and the activities potential for being included in 

an outsourcing engagement (Lacity & Willcocks, 2000; Yalaho, 2006). The sco-

ping phase further includes that the client organisation needs to reflect and 

analyse its position on the market and set business objectives and goals to find 

out requirements and competitors (Zeng, 2003; Yalaho, 2006). This serves as 

input for the establishment of an outsourcing strategy (Zeng, 2003). The outsour-

cing strategy should, for example, include transfer approach; whether activities 

should be outsourced as a big bang or gradually; strategy for risk assessment; 

communication strategy and personal skills required in an onsite team (Cullen et 

al., 2005a; Yalaho, 2006). Already during the scoping phase, it is recommended 

to start considering SLAs, inter-organisational relationships and the retained 

organisation. The main output of the scoping phase includes identified, potential 

activities for outsourcing and strategic business plan. The output forms input to 

the following phase, the evaluation phase. In summary, the goal of the scoping 

phase is the identification of firm needs and goals, which constitute the 

foundation for outsourcing, and well-founded strategies (Cullen et al., 2005a). 

In general, the primary actors as part of performing the activities in the scoping 

phase include client senior business manager and client senior IT manager 

(Lacity & Willcocks, 2000). The scoping phase is summarised in Table 4.1.  
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Table 4.1: Summary of conceptual description of the scoping phase 

Primary activities Primary actors  Main output & Goal 

Identify core IS activities and core 

competences 

 

Identify IS activities potential for 

outsourcing 

 

Set business objectives (organisational 

goals, requirements, strategies) 

 

Establish outsourcing strategy 

 

Engage and arrange resources 

client senior business 

manager, client senior 

IT manager 

Identification of potential 

IS activities for 

outsourcing and 

established strategic 

business plan  

 

Goal: identification of firm 

needs and goals and 

informed and well-

founded strategies 

 

The main purpose of the evaluation phase is to create a request for proposal 

(RFP) and invite internal and external offerings (Lacity & Willcocks, 2000). This 

should, however, be preceded by the benchmarking of the identified IS activi-

ties potential for the IS outsourcing engagement (Lacity & Willcocks, 2000). 

For the purpose of evaluating and selecting best offerings supplier selection cri-

teria should be developed (Zeng, 2003; Cullen et al., 2005a). The selection 

criteria should be based on assessments of both identified country and supplier 

(Yalaho & Nahar, 2009). If the outsourcing engagement includes an interna-

tional outsourcing relationship, it is crucial to regard language and potential 

linguistic risks, which are recommended to be managed in a proactive manner 

(Yalaho & Nahar, 2009). The output from this phase should be the selected 

offerings based on suppliers’ capabilities and on best value solutions (Lacity & 

Willcocks, 2000; Zeng, 2003; Yalaho & Nahar, 2009), which form the input to 

the negotiation phase. The goal interrelates with the output and can be formu-

lated as the selection of best offer. 

 

Research shows that suppliers sometimes are selective regarding into which 

contract they wish to enter (Yalaho & Nahar, 2009). Reasons for suppliers’ 

rejection of client’s offerings include, for example, excessive requirements and 

client’s lack of skill and competence. In parallel with activities of supplier 

selection awareness of the outsourcing engagement needs to be created among 

client employees (Yalaho & Nahar, 2009). In general, the primary actors’ role in 

performing the activities in the evaluation phase includes client senior business 

manager, supplier senior manager, client senior IT manager, supplier experts 
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and client IT staff (Lacity & Willcocks, 2000). The evaluation phase is summa-

rised in Table 4.2.  

 

Table 4.2: Summary of conceptual description of the evaluation phase 

Primary activities Primary actors  Main output & Goal 

Measure baseline services and costs 

(benchmarking) 

 

Define requirements and develop 

selection evaluation criteria 

(including both country and 

supplier) 

 

Create a RFP  

 

Invite internal and external 

offerings and evaluation of 

offerings 

 

Create awareness about IS 

outsourcing engagement 

client senior business 

manager, supplier senior 

manager, client senior IT 

manager, supplier experts, 

client IT staff  

The best and final 

offer(s) 

 

Good knowledge of 

suppliers’ capabilities 

 

Goal: best offer selected 

 

During the negotiation phase the offers are negotiated and should result in an 

output constituted by a negotiated and signed contract (Lacity & Willcocks, 

2000) where the goal is formulated as a complete, efficient, mutual agreed and 

signed contract (Cullen et al., 2005a; Yalaho & Nahar, 2009). The negotiation 

phase includes the due diligence which is the inspection of prospective partners 

from both the perspective of the client and the supplier. Issues of negotiation 

are related to business and relationship (Yalaho & Nahar, 2009). Issues of busi-

ness negotiation include type of pricing agreement, terms of payment, SLAs 

(e.g. performance measurements, cost savings identification (Zeng, 2003), com-

pensation, termination, service features), mechanisms for contractual change 

(Lacity & Willcocks, 2000), ownership of code and development of commis-

sioning plan (Yalaho & Nahar, 2009). 

 

Relationship negotiation includes issues of partnership and how IS work should 

be distributed. Further, the transfer implementation needs to be negotiated and 

then form the foundation for the establishment of the transition strategy (Zeng, 

2003). A challenge during contract negotiation includes the establishment of a 

mutual understanding of each other’s expectations and responsibilities in an IS out-



 117 

sourcing engagement (Bergkvist & Johansson, 2011). Therefore responsibility 

manuals should be created to determine mutual expectations and commitments 

(Lacity & Willcocks, 2000; Yalaho, 2006). Research further shows that contract 

negotiation should result in mutual understanding about heterogeneous cultural 

environments (Yalaho & Nahar, 2009). This is a result of the importance of 

mutual understanding for relationship building and for the creation of trust-

worthy relationships. The ambition is thus that the negotiations should result in 

common understanding, mutual agreements, and agreement on contract specifi-

cation. Thus a win-win situation should be aimed at. The output in the form of 

a negotiated, signed contract constitutes input to the transition phase. In general, 

the primary actors’ role in performing the activities in the negotiation phase 

includes client senior business manager, supplier senior manager, client senior 

IT manager, supplier account manager (Lacity & Willcocks, 2000). The nego-

tiation phase is summarised in Table 4.3.  

 

Table 4.3: Summary of conceptual description of the negotiation phase 

Primary activities Primary actors  Main output & Goal 

Conduct due diligence to verify RFP  

 

Negotiate for transfer of work 

/Implementation schedule for transfer  

 

Business negotiation (SLAs, type of 

pricing agreement, terms of payment, 

ownership of code, development of 

commissioning plan, mechanisms for 

contractual change) 

 

Relationship negotiation (partnership, 

distribution of work) 

 

Create responsibility manuals  

client senior business 

manager, supplier 

senior manager, client 

senior IT manager, 

supplier account 

manager 

The negotiated and 

signed contract 

 

Common 

understanding, mutual 

agreement, agreement 

on contract specification 

 

Goal: complete, mutual 

agreed and signed 

contract 

 

 

As the transition phase starts, the actual transfer of IS work/activities from 

the client to the supplier can start. During this phase post-contract management 

should also be established (Lacity & Willcocks, 2000). The transfer is termi-

nated as complete and efficient operational performance has been established 

which could be described as forming the output from the transition phase 

(Cullen et al., 2005a). Established operational performance includes, for 

example, that resources are shared, flexibility improved and that on-going work 
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is implemented (Yalaho & Nahar, 2009). The goal of the transition phase is for-

mulated as established and managed operational performance (Cullen et al., 

2005a). Research indicates the challenging task of a transition and therefore the 

establishment of a transition strategy and a transition team become crucial 

(Zeng, 2003; Beulen et al., 2011). Especially four factors influence transition 

performance and thus should be managed in the transition strategy: transition 

planning, knowledge transfer, transition governance and retained organisation 

(Beulen et al., 2011) (further described in section 4.4.3). A performance 

program should therefore be established including transition team, transition 

strategy and transfer schedule (Zeng, 2003). The transition team should be a 

joint team, which includes provision of resources from both sides of the out-

sourcing relationship. The transition phase should include activities of educa-

tion and training of employees of both sides. 

 

In parallel with the transition the retained organisation should be implemented, 

which includes the management of knowledge retention and the impact on 

employees (Cullen et al., 2005a). The gradual decline of client’s knowledge 

constitutes one of the challenges in IS outsourcing (Ghosh & Scott, 2009). As 

more work is outsourced, the client’s capabilities decline, which poses a risk if 

the outsourced activities should be brought back in-house. Therefore it is of 

great significance to develop a strategy for knowledge retention for the purpose of 

reducing risks of deskilling (cf. Cullen et al., 2005a). Further communication 

channels should be established, responsibilities confirmed and service scope 

and costs validated (Lacity & Willcocks, 2000; Cullen et al., 2005a). The transi-

tion phase also includes on-going follow-up for acceptance and post-imple-

mentation review (Cullen et al., 2005a) as well as the management of additional 

service requests not included in the contract (Lacity & Willcocks, 2000). 

 

During the transition phase it is also crucial to implement management struc-

tures for the management of relationships, processes and technology (Yalaho & Nahar, 

2009). Their research further includes the recommendation that representatives 

from both the client firm and the supplier firm should travel to each other for 

the purpose of reaching a deeper understanding about business and culture. 

This is especially important as research shows that an understanding of cultural 

differences contributes to successful IS outsourcing (Yalaho & Nahar, 2009). 

Established operational performance forms input to the middle phase. In 

general, the primary actors’ role in performing the activities in the transition 

phase includes client senior IT manager, supplier account manager, supplier IT 
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staff, client IT staff (Lacity & Willcocks, 2000). The transition phase is summa-

rised in Table 4.4.  

 

Table 4.4: Summary of conceptual description of the transition phase 

Primary activities Primary actors  Main output & Goal 

Establish post-contract management  

 

Establish performance program: 

transition team, transitions strategy, 

transition schedule 

 

Transition management (manage 

impact on staff, manage transfer, 

manage knowledge retention, 

implement retained organisation, 

engineer workflows, conduct 

acceptance and post-implementation 

review) 

 

Establish communication channels 

 

Implement management structure 

 

Validate service scope, costs, levels, 

responsibilities and authorities 

 

Manage additional service requests 

client senior IT manager, 

supplier account 

manager, supplier IT 

staff, client IT staff 

 

Complete and efficient 

operational performance 

(shared resources, greater 

flexibility, on-going work) 

 

Goal: established and 

managed operational 

performance 

 

The middle phase is recognised by on-going, operational performance and the 

ambition to produce a result that can be described in terms of value-added 

operational performance, serving as input to the mature phase (Lacity & 

Willcocks, 2000). The goal is formulated as value-adding on-going outputs 

(partial results). The middle phase includes benchmarking performance, which 

is the practice of comparing client business performance against a reference 

group of a similar organisation (Lacity & Willcocks, 2000). Benchmarking is 

used to ensure that the supplier’s costs and services are among the best of 

breed. Further, the middle phase includes the realignment of the contract 

(Lacity & Willcocks, 2000). This activity is a result of the original contract 

becoming obsolete, which may be a consequence of advancements in tech-

nology and changes in business requirements. As the operational performance 

has been established, actors of the client firm and the supplier firm seek to 
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extend the relationship into more value-added areas (Lacity & Willcocks, 2000). 

Value-added performance is a result of, for example, new business practices 

through collaborative innovation or a relationship distinguished as proactive, 

creative and responsive. 

 

To a great extent the middle phase concerns the management of the operative 

practice. This includes investments in the relationship; make sure that com-

munication is regular; control risks and plans; perform on-going evaluations; 

enable continuous improvements and streamlining (Cullen et al., 2005a). 

Primarily, research shows the importance of building and maintaining a trust-

worthy relationship acknowledged by free and open communication (Yalaho & 

Nahar, 2009). Further knowledge and experiences of similar kinds of outsourcing 

engagement constitute requirement for reaching successful management. In 

general, the primary actors’ role in managing the activities in the middle phase 

includes client senior IT manager and supplier account manager (Lacity & 

Willcocks, 2000). The middle phase is summarised in Table 4.5.  

 

Table 4.5: Summary of conceptual description of the middle phase 

Primary activities Primary actors Main output & Goal 

Benchmark performance  

 

Manage operational performance 

(e.g. invest in relationship, regular 

communication, manage risks and 

plans, continuous improvement and 

streamlining, evaluation activities) 

 

Realign the contract to reflect 

changes in technology and business 

 

Involve supplier in more value-

adding areas 

client senior IT manager, 

supplier account manager 

Value-added operational 

performance 

 

Goal: value-adding on-

going outputs (partial 

results) 

 

Reaching the mature phase includes the decision if the relationship should be 

terminated or extended (Lacity & Willcocks, 2000). Thus, the main activity 

includes actors’ decision if the relationship should continue or not. Three 

possible options are available: (1) extend the contract, (2) switch partner, or (3) 

terminate the relationship and bring the outsourced IS activities back in-house 

(Lacity & Willcocks, 2000; Yalaho, 2009). The choice depends on the strategic 

concerns of the client and supplier firm, the nature of the current and future 
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market competition, the strength of the relationship and to what degree the 

outsourcing engagement meets demands on, for example, innovation and 

strategic and operational value (Willcocks & Lacity, 2012). For the purpose of 

facilitating the decision evaluation criteria should be established. The evaluation 

criteria should constitute the basis of assessment of contract outcome (positive, 

negative), products/services and overall value of the IS outsourcing relationship 

(Yalaho & Nahar, 2009). Their research shows that evaluation is often done in 

terms of client satisfaction. It may include total cost spent, satisfying defined 

quality standards, delivery on schedule, and the IS functionality. Based on 

evaluation results, options are assessed for the purpose of formulating a re-

freshed outsourcing strategy (Cullen et al., 2005a). The goal of the mature phase 

can thus be formulated as the assessment of options and a refreshed out-

sourcing strategy. Depending on the choice made, the primary actors who are 

part of the mature phase vary (Lacity & Willcocks, 2000). The mature phase is 

summarised in Table 4.6.  

 

Table 4.6: Summary of conceptual description of the mature phase 

Primary activities Primary actors  Main output & Goal 

Establish evaluation criteria  

 

Assess alternatives (extend 

relationship, switch supplier, bring 

IS back in-house) 

Varies dependent on 

the specific decision 

made 

Terminated or extended IS 

outsourcing relationship  

 

Goal: Decision based on 

assessed alternatives and 

refreshed outsourcing 

strategy 

 

The review of previous research on IS outsourcing as a process further revealed 

that its practice conditions a number of requirements. The requirements are re-

presented by knowledge, ICT and actors’ capability to perform activities based on 

their skills. The knowledge of actors and managers, and the importance of a 

knowledge retention strategy have been accounted for in the previous descrip-

tion of the phases constituting the outsourcing process. ICT as an enabler of 

the practice of the outsourcing process and actors’ capability is further de-

scribed below.  

 

Information Communication Technology as an enabler 

Yalaho (2006) describes ICT in terms of an enabler of international business 

relationships. In other words ICT is vital for any firm in general and in 
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international inter-organisational relationships in particular. The nature of many 

business processes today includes that actors are dispersed across several work 

sites, geographical locations, and time zones. This is made possible due to the 

support of ICT. ICT is the resource that supports the establishment of electro-

nic communication channels between actors geographically dispersed, and 

where Internet could be the communication platform. Communication chan-

nels should facilitate the management of distributed work, thus enabling fre-

quent communication among geographically dispersed actors (Ranganathan & 

Balaji, 2007). Web-conference system, desktop video conferencing, visualisation 

systems, VOIP23-web-telephone, collaborative writing, intranet, e-mail, and 

instant messaging are example of technologies that enable regular distant 

communication (Pauleen & Yoong, 2001; Yalaho, 2006; Rosine & Tugrul, 

2009). Research shows that the establishment and usage of such communica-

tion channels are important for the maintenance of trust in international 

relationships (Rosine & Tugrul, 2009).  

 

Research further shows that the use of ICTs contributes to a smoothened out-

sourcing process in terms of improved capacity. Improved capacity regards 

software development, software delivery in time, remote technical support, less 

required face-to-face contact, risk and relationship management as well as re-

ducing the costs (Yalaho & Nahar, 2009). To succeed, preferable communica-

tion channels should have been established as the middle phase starts (Cullen et 

al., 2005a; Kronawitter et al., 2013).  

 

Actors’ capability: personal skills required in IS outsourcing 

Research highlights the importance of skilled actors when performing processes 

in general (Mårtensson & Steneskog, 1996) and IS outsourcing in particular 

(Dominguez, 2006; Ranganathan & Balaji, 2007; Yalaho & Nahar, 2009; Beulen 

et al., 2011; Luftman et al., 2011; Vorontsova, 2013). The skills mentioned 

cover technical skills, domain-specific skills/knowledge, business skills, social 

skills, and project management skills.  

 

In their research on globally distributed ISD and maintenance, Njeru and 

Sjölund (2013) identify the importance of skilled team members. Among the 

practitioners included in their study the aspect ‘skills of employees’ was ranked 

among the top three of important aspects during global IS outsourcing. Skilled 

                                                 
23

 Voice-over-Internet Protocol 
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team members are especially vital in software development due to the nature of 

the work. The skills necessary do not only include technical skills but perhaps 

the social skills are more important. Social skills are found to be important to 

overcome difficulties with language, culture, and organisational change (Njeru 

& Sjölund, 2013). Other desired personal qualities identified as a result of their 

research include language skills, curiosity, being a quick learner, autonomy, 

power of initiative, and inquisitiveness. Actors’ creativity is further found 

important for the purpose of improving process performance (Mårtensson & 

Steneskog, 1996). Skilled team members are thus means for succeeding with IS 

outsourcing.  

 

4.4.2 Environmental surroundings of the IS outsourcing process 

The review of previous research shows that two different contexts are of 

relevance when studying the outsourcing process; an internal environment and an 

external environment (Yalaho, 2006). The internal environment is recognised by 

the activities that are done within the boundary of the client–supplier relation-

ship, whereas the external environment is characterised by conditions outside 

the control of the firms engaged in outsourcing. In other words, conditions in 

the external environment are often unpredictable (cf. Nilsson & Rapp, 2005) 

and perceived as barriers to progress. Examples of such conditions include 

emergence of new technological platform or new technology, which may create a 

shift in the software market. External environment uncertainty is a result of the 

firms’ inability to predict conditions characterising the external environment. 

The conditions can be classified in general or task specific external environment 

conditions (Yalaho, 2006). Other conditions in the external environment 

include legislation, market competition, market dynamism and economy (Kern & 

Willcocks, 2001). The economic environment concerns commerce and trade 

and is influenced by factors such as taxes, inflation rates and economic growth 

(Beynon-Davies, 2013). The external environment, as described in Yalaho 

(2006), is interpreted as comparable with the interaction environment sur-

rounding a general business process.  

 

The internal environment is characterised by internal control and governance 

processes such as control environment (setting objectives and strategies for con-

trol), monitoring (the management to achieve business process objectives), control 

activities (policies), risk identification and impacts (identify what can go wrong). The 
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internal environment as described in Yalaho (2006) is interpreted as comparable 

with ‘the business process environment’.  

 

4.4.3 Important conditions in the IS outsourcing process 

The review of previous research on IS outsourcing and IS outsourcing as a pro-

cess, in particular points to important conditions in the performance of the IS 

outsourcing process. The conditions are ‘transition strategy’, ‘risk management’, 

‘relationship’, ‘relationship management’, ‘responsibility’, ‘language’, ‘face-to-

face meetings’, ‘boundary spanning’ and ‘boundary spanners’, and ‘change 

management’, which are described below.  

 

Transition strategy  

Before the transition starts a transition strategy needs to be developed (Zeng, 

2003; Cullen et al., 2005a). The strategy is the foundation of the transition 

phase and should describe the approach of the transfer; whether it be in the 

form of a big bang or a phasing out approach (Cullen et al., 2005a). How 

resources should be shared and trained as well as the expected results need to 

be agreed and documented (Zeng, 2003). Further, performance indicators 

should be given if performance and process results are to be evaluated. Client’s 

and supplier’s joint processes should be documented and the transfer co-

ordinator role should be described for the purpose of facilitating the imple-

mentation of transfer activities (Yalaho & Nahar, 2009). If the transfer is per-

formed as a project, the project manager could also act in the role of transfer 

co-ordinator.  

 

In their research, Beulen et al. (2011) present four factors that influence transi-

tion performance: transition planning, knowledge transfer, transition gover-

nance and retained organisation, where transition planning impacts on the three 

other factors. These four factors should thus have great influence on the 

transition strategy. It is recommended that the transition be implemented in the 

form of a project with a clear starting and end point and with well-defined 

deliverables. As with any other project, the transition project should be sup-

ported by a plan referred to as the transition plan. The transition plan should be 

developed jointly between the client and the supplier organisation. During 

transition planning interdependencies with other projects need to be managed 

and resources should be identified. The transition is dependent on specialised 
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and capable resources from both the client and the supplier organisation. The 

transition plan should further describe the roles and responsibilities of 

performing actors.  

 

The knowledge transfer is often experienced as challenging. The reason for this 

relates to the outsourced activities, especially when these include tailor-built IS 

solutions. Transferring IS built on specific business process solutions are 

challenging as it requires an understanding of these processes in a business con-

text. Thus, the way of working needs to be self-experienced to reach a success-

ful transition. The knowledge transfer can be facilitated if the client and 

supplier have been involved in interactions prior to the transition. This is a 

result of prior interactions providing insights into each other’s abilities. More-

over, the employees transferring knowledge need to be motivated to succeed 

with the knowledge transfer. 

 

Transition governance includes realising personal meetings between the client and 

the supplier actors. This is crucial to the success of the forthcoming communi-

cation and cooperation. A communication model should be applied, stipulating 

how communication and coordination are to be carried out among distributed 

teams (Beulen et al., 2011). Transition responsibilities should be clear and 

aligned with how responsibilities are divided among performing actors during 

the subsequent operational performance. The retained organisation is dependent 

on professional change management. Change management includes timely 

communication of outsourcing plan and management of expectations. Further 

change management needs to provide the expected post-outsourcing scenario 

among those performing in the retained organisation. Personnel at the retained 

organisation need to be involved in training activities to be able to perform 

changed processes as a result of the outsourcing.  

 

Risk management 

The value of risks and risk management in relation to IS outsourcing in general, 

and global IS outsourcing in special, must not be neglected. This is a statement 

supported by research indicating that risk management is central in relation to 

management of IS outsourcing (Cullen et al., 2005a; Dominguez, 2006; Yalaho, 

2006; Kronawitter et al., 2013). A risk can be defined as a surprise or un-

certainty and is related to the aspect of loss (Yalaho, 2006). To exemplify, a 
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delayed software product may result in loss of market share, which will give 

consequences such as loss of time and money.  

 

Risk management must not be perceived as a single activity but as an evolving 

activity that span the entire process (Yalaho, 2009). In his research Yalaho 

(2006) studies IS outsourcing in an international context and identifies risks in 

relation to divergent expectations, variations in development practices, organi-

sational culture and business practices, high reliance on the supplier, lack of 

documentation standards and requirements, laws, taxes and different language. 

Risk management aims at reducing the level of risk exposure, dealing with un-

certainties, such as those above, which often cannot be eliminated but need to 

be managed in some way. Techniques of risk management provide variation of 

the following fundamental activities (Yalaho, 2006):  

 identify risks 

 analyse risks (risk probability and risk consequence) 

 prioritise risks 

 plan risk resolution 

 monitor risks 

 

Risk management activities should be conducted concurrently with the phases 

of the IS outsourcing process (Yalaho, 2006). Thus risk management should 

begin early and proceed as a monitoring and follow-up effort throughout the 

process. Through his research Yalaho (2009) identifies several risk factors 

during global IS outsourcing, some supported by earlier research. The following 

risk factors are example of risk factors identified as a result of the research 

(Yalaho, 2009, p. 59): 

 lack of rigorous risk analysis 

 deficiency in offshore business understanding on the client side 

 currency instability 

 opportunistic suppliers 

 losing an earned good reputation 

 differences in the interpretation of project specifications 

 differences in project management practices 

 insufficient project management skills on the client side 

 insufficient technical knowledge of the client  

 unclear strategy for the use of ICT support for communication, coordi-

nation and collaboration 
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A proactive risk management approach where risk factors are reflected at an 

early stage aims at decreasing the possibility for these risks to be realised. 

 

Relationship, relationship management and responsibility 

Actors and their relationships are central in the explanation of business pro-

cesses. Similar to other business processes, the actors and their relationships are 

crucial in the outsourcing process (Cullen et al., 2005a; Ranganathan & Balaji, 

2007; Yalaho & Nahar, 2009). The relationship starts when the actors meet the 

first time and then iteratively continues to evolve during the process (Yalaho, 

2006). Consequently relationship management should be an evolving activity 

that starts with the activity of selecting an outsourcing partner and spans 

throughout the following phases (Yalaho & Nahar, 2009; Kronawitter et al., 

2013).  

 

Relational governance is defined as covering unwritten, worker-based, softer 

issues of client–supplier relationship management, including trust, norms, open 

communication, open information sharing, mutual dependency and co-

operation (Lacity et al., 2012b, p. 14). Relational governance is positively 

associated with relational alignment, which “refers to the informal organi-

sational structures, norms and agreed processes, divisions of work, formal and 

informal teamwork, and working relationships” (Ghosh & Scott, 2009, p. 19). 

Particularly effective knowledge sharing, communication, trust and a partner-

ship view are associated with IS outsourcing success (Lacity & Willcocks, 

2012a). Effective knowledge sharing is the degree to which the client and the 

supplier are successful in transferring knowledge (Lee, 2001). Communication 

includes actors’ willingness to discuss their expectations, progress, capabilities, 

strengths, weaknesses and thoughts on future directions in an open manner 

(Lacity et al., 2012b). Partnership view involves that the client organisation and 

the supplier organisation consider each other as trusted partners rather than 

opportunistic partners. In particular, the rules and norms governing knowledge 

sharing are found to contribute to closed knowledge gaps which in turn 

strengthen relational alignment (Ghosh & Scott, 2009). Supplier mentoring 

program, including that client staff is allocated for supplier mentoring purposes, 

and different knowledge management systems, such as discussion boards, 

checklists and lessons learned are example of rules and norms governing know-

ledge sharing.  
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The relationship management is a key condition to reach a successful out-

sourcing process. The management of the relationships is, however, complex 

due to relational, social and human characteristics. Individuals bring different 

backgrounds, experiences, and cultures to bear on the relationship. Both 

researchers and practitioners acknowledge trust and commitment, communica-

tion as well as mutuality as important in an IS outsourcing relationship (Alborz 

et al., 2003; Yalaho, 2006). Relationship management should therefore en-

courage effective and open communication as well as free knowledge sharing. 

Further relationship management should develop management structures as 

well as evaluation and monitoring mechanisms for the purpose of building solid 

working relationships (Yalaho, 2006).  

 

When going beyond the contractual agreement that does not only satisfy the 

client’s needs but enhancing the client–supplier relationship, this is referred to 

as a the desire of building a partnership (Luftman et al., 2011). The partnership 

is characterised as collaborative where interactions are governed by social 

norms rather than contractual promises. Research shows that outsourcing 

engagements where the client and the supplier are part of such a partnership 

have a greater chance to achieve the desired outsourcing performance (Luftman 

et al., 2011). Social relationships have also been found to facilitate the know-

ledge transfer (Al-Salti & Hackney, 2011). Social ties are pointed out as key for 

the acquiring of important knowledge. Further, organising social activities 

outside work has been found important in the creation of good relationships. 

Hence it follows that relationship management needs to understand the impor-

tance of socialising face-to-face activities in the building of a partnership. 

 

Research further points to the importance of clearly articulated roles and 

responsibilities in business processes in general (Österle, 1995) and for the 

establishment of engaged teams and fruitful IS outsourcing relationships in 

particular (Dominguez, 2006; Ranganathan & Balaji, 2007). Therefore well-

documented responsibilities should be managed during the early phases and be 

operationalised as the transfer starts (Cullen et al., 2005a). IS outsourcing 

negotiations should result in a common understanding of each actor’s responsi-

bilities according to the contractual agreement (Bergkvist & Johansson, 2011). 

In their research, Kronawitter et al. (2013) found that roles and responsibilities 

are main conditions influencing sustained IS outsourcing success. 
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Language 

In today’s internationalisation of the market language skills are of utmost 

importance for the building of international relationships (cf. Håkansson, 1982). 

Even though English is the most commonly used language in international 

relationships it is worth recognising that English is not a lingua franca in many 

countries. Consequently, when doing business with an offshore partner it is 

important to identify the primary language used in the country for verbal and 

written communication (Dominguez, 2006). In addition, variations in dialect, 

accent and pronunciation mean that English is not always the same. Several 

research studies in the IS outsourcing literature report on the challenges related 

to differences in language (see e.g. Rosine & Tugrul, 2009; Yalaho & Nahar, 

2009; Al-Salti & Hackney, 2011; Njeru & Sjölund, 2013). As a result of their 

research study, Al-Salti and Hackney (2011) found that language difference is a 

major barrier during the knowledge transfer. Many of the participants in their 

study experienced difficulties when interacting with people of different cultures 

and referred to it is a challenging task. 

 

Virtual teams, where team members are geographically dispersed, are to a high 

degree dependent on continuous communication (Rosine & Tugrul, 2009). 

Linguistic problems may hamper communication and then it is important to 

keep communication clear and simple and to check that the receiving party has 

understood. The same study shows that the ability to communicate in the 

client’s native language promotes the building of trust. To mitigate problems 

related to language it is recommended that the supplier selection process should 

include the identification of the English variant, accent, and pronunciation of 

the supplier (Dominguez, 2006). Further, it is beneficial if some in-house 

employees are fluent in the language of the supplier’s country. As a result of the 

identification of differences in the language involved, actors can adapt to them 

trying to understand each other (Njeru & Sjölund, 2013).  

 

Face-to-face meetings 

Face-to-face meetings or face-to-face communication include different forms 

of physical meetings. In an outsourcing context this could include site visits, 

different kinds of formal and informal meetings, team building, socialising 

activities as well as temporary co-located cooperation (Oshri et al., 2008). Face-

to-face meetings are often discussed in relation to other conditions related to IS 

outsourcing. Openness and mutual understanding of work practices are 
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promoted through face-to-face meetings (Ranganathan & Balaji, 2007; 

Wiesinger & Beimborn, 2013). Further language barriers are minimised (Rosine 

& Tugrul, 2009) and communication is facilitated as a result of meeting face-to-

face (Wiesinger & Beimborn, 2013). Research shows the importance of site 

visits to learn about cultural settings and for the creation of a team feeling and 

the establishment of trust among geographical dispersed team members (Ó 

Conchúir et al., 2009; Njeru & Sjölund, 2013). Face-to-face meetings contribute 

to the establishment of interpersonal relationships which are found to be crucial 

in the development of dispersed teams (Oshri et al., 2007). Indirectly such 

meetings positively influence team collaboration and team performance. Face-

to-face meetings should be addressed from a long-term perspective. With this is 

meant that they are not just means of initial bonding and socialising between 

dispersed team members, but should imbue the whole life-cycle of the client–

supplier relationship to maintain social ties (Oshri et al., 2007). 

 

Boundary spanning and boundary spanners 

IS outsourcing relationships face numerous challenges in developing and 

delivering software services across organisational and national boundaries. Fisk 

et al. (2010) state that a persistent problem in the ISD context is the stake-

holders’ different knowledge, for example, among IS and business developers. 

They also state that this boundary problem hinders project success and they 

claim that boundary spanning significantly affects ISD success. Boundary 

spanning is activities across organisational boundaries or intra-organisational 

activities, for example, between sub-units and groups (Abbott et al., 2013). In 

globally distributed ISD the practice of boundary spanning has been found 

critical for achieving a successful outcome (Levina & Vaast, 2008). Besides 

bridging gaps in culture and knowledge, this includes managing inter-organisa-

tional communication (Levina & Kane, 2009). 

 

Das Aundhe et al. (2011) report that studies on the characteristics of boundary 

spanners demonstrate that it is very difficult to build inter-organisational 

relationships in the absence of boundary spanners. Especially as boundary 

spanners play a key role in providing a knowledge bridge between globally 

dispersed team members. Being a knowledge intermediary, the boundary 

spanner also adopts the role of building trust within global relationships 

(Abbott et al., 2013). Du and Pan (2010) define boundary spanners as someone 

who operates at the periphery of an organisation. This is similar to the 
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definition given by Das Aundhe et al. (2011). They describe boundaries as a 

defining characteristic of organisations, and that the linkage between the 

organisation and its environment is operated by boundary roles in the form of 

individuals that could be called boundary spanners. In their research Levina and 

Vaast (2005) extend the role of boundary spanning to boundary spanning-in-

practice. Boundary spanning-in-practice includes the integration of various 

fields of expertise, composing a joint field of practice, engaging organisational 

and professional resources on both sides of the relationship. In recent research 

the role of the boundary spanner is however suggested to be extended to not 

only emphasise the bridging of inter-organisational, inter-cultural gaps but also 

to embrace the multiple perspectives in inter-organisational collaboration 

(Abbott et al., 2013). As a result of viewing such gaps as areas for negotiation, 

learning and creativity, the possibility of developing new business practices 

arises, which in turn would improve the inter-organisational collaboration. 

 

All individuals can have the role as a boundary spanner but only a few can 

master the role successfully in practice (Du & Pan, 2010). The boundary 

spanner role is an assigned role. Yet, this is not always the case. Sometimes 

individuals can span boundaries successfully without being aware of it (Levina 

& Vaast, 2005). However, the individuals acting as boundary spanners need to 

have certain abilities. In their study, Fisk et al. (2010) explain the boundary 

spanning role as a knowledge integrator, cultural interpreter and technical 

talent, which requires cross-cultural skills, technical skills, interpersonal com-

munication skills as well as leadership skills. 

 

As a knowledge integrator, the boundary spanner should provide the develop-

ment team with required knowledge and make sure that this knowledge is 

understood, in other words making sure that knowledge gaps between different 

business domains are bridged. The actors performing ISD work bring different 

organisational cultures to it. The role of the boundary spanner is then to 

reconcile the variety of cultures and to create a shared understanding for each 

other’s cultures. This conditions the possibility for team members to communi-

cate across organisational cultures. Having technical talent, includes the ability 

to apply techniques and principles in combination with specific organisational 

skills to coordinate design processes required to derive sound IT solutions. In 

terms of communication skills, the boundary spanner must master both internal 

and external communication (Du & Pan, 2010). Internal communication con-

cerns work related matters, where also the individual technical competence is of 
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importance. To be an external communication star the boundary spanner needs 

to possess communicative skills. Such skills are required to master communi-

cation impediments between the internal and the external, such as differences in 

norms and routines. 

 

The importance of boundary spanners at the receiving unit has been given 

some attention in earlier research (Johansson & Bergkvist, 2012). In the re-

search study the authors advocate the presence of a boundary spanner role to 

cope with new and immature outsourcing relationships where established pro-

cesses for way of working are missing. In their research, Njeru and Sjölund 

(2013) identify the need of an onsite co-ordinator for the establishment of 

effective communication in geographically dispersed teams. The onsite co-

ordinator is defined as a supervisor for the team members and when necessary 

this person acts as the interface between the onsite team and the offshore team. 

Further the authors identify the role gatekeeper, who constitutes the interface 

between the client and the onsite team where requirements are managed to 

exemplify (Njeru & Sjölund, 2013). The individual in the role of the gatekeeper 

should also be responsible for team work, relationship management and the 

utilisation of resources and tools. Required skills include communication skills, 

technical knowledge, social skills, team building skills and knowledge about 

different cultures. The co-ordinator and the gatekeeper roles are examples of 

fruitful boundary spanners in IS outsourcing relationships. 

 

To conclude, the importance of boundary spanning need be acknowledged in 

the practice of the outsourcing process. In an earlier research study it was 

concluded that boundary spanners at both ends of the relationship play an 

extremely important role in IS outsourcing relationships (Johansson & 

Bergkvist, 2012). Boundary spanners are important to have during the initial 

preparation of an outsourcing engagement as well as during the whole life-cycle 

of the relationship.  

 

Change management 

Change management is a key challenge among managers involved in IS out-

sourcing engagements. Job-related stress, stagnation in career growth and high 

employee turnover are reasons for a challenging change management (Mehta & 

Mehta, 2010). Therefore management should spend time on designing the 

retained organisation and managing impact on employees in parallel with the 
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transition phase (Cullen et al., 2005a). Thus, the capability of firms’ change 

management is important when being part of an IS outsourcing engagement. 

Outsourcing disrupts existing work practices and often evoke feelings of 

anxiety and uncertainty among employees, creating an atmosphere in which it is 

difficult to establish trust (Ó Conchúir et al., 2009). To manage the changes 

research shows that it is important that executives communicate with the 

internal employees and prepare them for the changes (Dominguez, 2006; 

Ranganathan & Balaji, 2007). Managers need to be honest about the out-

sourcing plans and communicate them in an early stage. In cases when 

outsourcing includes elimination of jobs, management must reassure and 

motivate the remaining employees. Conditions such as open communication, 

outplacement services, training and positive attitudes are vital for the remaining 

employees to take part in the changes (Ranganathan & Balaji, 2007). Therefore 

neglecting issues of change management in outsourcing will have a deceiving 

impact on employees’ willingness to share knowledge, innovation and best 

practices (Ó Conchúir et al., 2009).  

 

4.5 Conceptually describing and explaining the IS outsourcing 
process 

Combining findings from reviewing research on IS outsourcing as a process 

with the applied process perspective results in the provision of the conceptual 

description and explanation of the ISOP. Different to perspectives in business 

process theory, summarised in this study in the applied process perspective, re-

search on the IS outsourcing process adopts a life-cycle relationship perspective 

in the description of the process of IS outsourcing. Principally this includes that 

the IS outsourcing process does not end with the offering of a result of value 

for the client, but first as the relationship has been evaluated and based on that 

extended or terminated. In other words, the outcome of being in the IS out-

sourcing relationship is of significance. The description of the IS outsourcing 

process in theory further indicates that its success depends on the success of 

each phase, thus the successful outcome of the IS outsourcing process depends 

on the achievement of successful partial results (outputs). Consequently it is 

important to recognise the difference between partial results and final result in 

the IS outsourcing process (cf. Christiansson & Christiansson, 2006). 

 

Figure 4.3 presents conceptual contributions to the reconsideration of The IS 

OUT Framework. Elements found central in the IS outsourcing process and 
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important conditions are bold typed. The review of research on IS outsourcing 

as a process points to a performance of the ISOP that requires the availability 

of knowledge, experiences, different kind of resources and capability. The 

presence of ICT, in the form of a technical resource, is crucial, especially as the 

actors are dispersed and work in different geographical locations. Further, 

knowledge and experiences of similar kinds of outsourcing engagements are 

important as well as actors’ capability based on personal skills. Performance 

indicators are used for the purpose of on-going evaluations although especially 

aimed for use in the assessment of results.  

 

 

Figure 4.3: Conceptual contribution to the reconsideration of The IS OUT Framework  



 135 

General important conditions include ‘communication’ and ‘relationships’ while 

‘risk- and relationship management’, ‘change management’, ‘face-to-face 

meetings’, ‘boundary spanning’ and ‘boundary spanner’ are conditions especially 

important in the practice. The previous description of the phases of the ISOP 

shows additional important conditions. In international relationships it is crucial 

to consider ‘language’ and potential linguistic risks as soon as possible and no 

later than during the evaluation of an outsourcing partner. During the 

negotiation phase, the ‘expectations’ and how ‘responsibility’ should be shared 

need to be communicated to reach mutual understanding. Further, contract 

negotiation should consider the importance of ‘culture’ and cultural differences 

and how mutual understanding can be achieved. To mitigate risks associated 

with a transition, a ‘transition strategy’ should be established. Further, a 

knowledge retention strategy should be formulated to handle issues related to 

‘knowledge’ such as risks of deskilled organisations. A common evaluation 

criterion for the assessment of process result is client satisfaction. ‘Satisfaction’ 

is therefore an important condition in the mature phase. The practice further 

needs to be put in relation to different business ‘strategies’, such as the out-

sourcing strategy, and ‘goal’.  

 

Environmental surroundings of the ISOP include ‘the environment of business 

processes’ and ‘the interaction environment’, which need to be considered as 

they may bring conditions influencing how the ISOP can be practised. Im-

portant conditions in ‘the business process environment’ in general include 

‘infrastructure’, ‘organisational size’, - structure’, - experience’, - culture’ and – 

policies’, and ‘regulations’. ‘ICT’ and ‘IS’ are interpreted as part of the technical 

infrastructure for enabling inter-organisational relationships. Out of these, 

‘technical infrastructure’, and especially ‘ICT’, ‘organisational culture’, and 

‘organisational policies’ are found particularly important in the ISOP. ‘The 

interaction environment’ is characterised by conditions such as ‘market 

structure’ and ‘competition’, ‘dynamism’, ‘internationalisation’, ‘social system’, 

‘(national) culture’, ‘position in manufacturing channel’, ‘legislation’, 

‘technology’ and ‘economy’. Especially ‘market competition’, ‘dynamism’, 

‘culture’, ‘legislation’, ‘technology’ and ‘economy’ are valuable in the ISOP.  
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4.6 Contributions Chapter 4: Conceptualising IS outsourcing as an 
inter-organisational process 

The main purpose of this chapter includes conceptualising IS outsourcing as an 

inter-organisational process, that is, conceptually describing and explaining the 

ISOP. For this purpose an applied process perspective is developed based on 

perspectives in business process literature. The description of elements in a 

business process and important conditions in environmental surroundings of a 

business process constitute the main parts in the applied process perspective. 

Based on the applied process perspective previous research on IS outsourcing 

as a process is reviewed. As a result of integrating findings from the review of 

previous research on IS outsourcing as a process and the applied process per-

spective, a conceptual description and explanation of the ISOP are provided 

and constitute the theoretical improvement of The IS OUT Framework. The 

conceptualisation includes the main elements, environmental surroundings and 

the important conditions found in the ISOP and the environmental sur-

roundings. 
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5 Case SysDev – A comprehensive description of the IS 
outsourcing process 

 

This chapter provides a comprehensive, in-depth description of the case SysDev, emphasising 

the performance of the ISOP in the post-contract stage. The description includes a presentation 

of the phases constituting the ISOP, as well as summaries of the interviews with the actors and 

their experiences of performing the ISOP. The empirical description of case SysDev points to 

the conditions that are important to consider during the performance of the ISOP. These 

conditions, together with the empirical description of the ISOP, constitute empirical contri-

bution to the reconsideration of The IS OUT Framework.  

 

 

5.1 The IS outsourcing process in case SysDev 

The following description of case SysDev is a reproduction of the respondents’ 

experiences of the transfer and the on-going operational work shortly 

thereafter. The interviews were conducted in the year of 2010. In January 2012 

two workshops took place where contributions from the interviews were 

presented and discussed with the respondents. Before the presentation of how 

the ISOP was performed in case SysDev the IS part of the outsourcing engage-

ment as well as the IS outsourcing relationships are described.  

 

5.1.1 IS part of the outsourcing engagement 

The IS part of the outsourcing engagement can be described as a correction and 

maintenance system (abbreviated CM system henceforth) which is employed by 

users in the client firm and in the client’s clients firms for trouble reporting on 

the client firm’s products and equipment. Other uses include correction of the 

reported errors, for administrative purposes and to generate statistical data. The 

CM system is business critical in the sense that the users are dependent on it for 

producing core business. Thus, it has to be available 24 hours a day, 7 days a 

week.  

 

The CM system is described to be complex as it is user-intensive and has many 

built-in processes. It is tailor-built and should support different client business 

practices, where each business practice has its own way of working. Conse-
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quently, this results in different business processes and further divergent IS user 

requirements.  

 

In order to understand the CM system’s structure, insight into IS user work 

processes are essential. In other words, an understanding of how the IS user 

works and how different business processes fit together in a flow are required. 

Thus, it is not enough to read code to understand the CM system, but one must 

understand why it is structured as it is to know what happens if changes are 

made in processes and functionalities. The characteristics of the CM system and 

part of its usage are illustrated in Figure 5.1. 

 

 
Figure 5.1: Illustration of the characteristics of the CM system and part of its usage 

 

Regarding the characteristics of the CM system, one of the respondents com-

ments on the outsourcing as follows: 

 

[…] the big problem was that it is a legacy, a product that has been 

developed here for 15-20 years or something like that. What I have read 

it is not even suitable to outsource a product like that. It is a system with 

many users and a lot of process and business knowledge is built into it. 

    Line manager (S7) 

 

5.1.2 The IS outsourcing relationships 

The focal IS outsourcing relationship is composed of a client–supplier relation-

ship where the IS supplier provides a delivery organisation composed of an 
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onsite unit and a captive centre. As a result, the IS outsourcing engagement 

could be explained as including two relationships, one between the client and 

the IS supplier and one between the onsite unit and the captive centre. The 

client’s clients (internal and external) are the users of the CM system. The IS 

users have an important role as requirement specifiers, thus providing input to 

the on-going operational business. Since the purpose of the CM system is to 

provide functionality required by the IS users, the system management is in a 

way dependent on the IS users in their role as requirement specifiers. In other 

words, to be able to satisfy IS users’ requirements the users need to be part of 

the on-going operational ISD work. Hence it follows that the IS users are in a 

relationship with the IS supplier’s delivery organisation. The IS users are further 

part of a relationship with the client through forums such as reference and user 

groups, where IS requirements are discussed and prioritised before handed over 

to the IS supplier. The IS outsourcing relationships in case SysDev are a result 

of two episodes of IS outsourcing. The underlying causes of the two episodes 

of IS outsourcing are presented below.  

 

Two episodes of IS outsourcing 

The relationship between the client and the IS supplier has a history which 

needs to be taken into account as it influences the outsourcing. Before 2002 the 

client firm and the IS supplier firm belonged to the same corporation. In 2002 

some parts of the corporation were acquired by an international corporation. A 

result of this acquisition was a client–supplier relationship between the former 

colleagues. The fact that the client firm decided to keep the responsibility for 

the CM system at the acquired part resulted in an IS outsourcing relationship 

(‘outsourcing part I’ (see Figure 5.2)). Because they were former colleagues, the 

relationship between different actors remained almost the same as before the 

outsourcing. This was also the reason why the outsourcing was experienced 

without any problems by both the client and the IS supplier. The sub business 

unit manager at the IS supplier firm (S6) describes the significance of a long-

term relationship during outsourcing: “Here we had a long and good 

relationship with the client, great confidence, a close relationship and this 

makes it of course a lot easier.” 

 

In 2009 the IS supplier received client requirements on cost reductions which 

resulted in the transfer of ISD and IS support to the captive centre in the Czech 

Republic (‘outsourcing part II’). The practice of overall IS management was 
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kept onsite. This was a result of the client’s desire to keep the IS expertise geo-

graphically close. As a result of the transfer four actors were part of the opera-

tional business: the client, the IS supplier’s onsite unit, the captive centre, and 

the IS user.  

 

 

Figure 5.2: Two episodes of IS outsourcing  

 

Case SysDev focuses on the ISOP performed as a result of the client’s require-

ment on cost reductions and the subseqent transfer decision. However, it is 

important to bear in mind that conditions related to the historical background 

of the client–IS supplier relationship may have influenced this ISOP.  

 

5.1.3 Phases of the IS outsourcing process 

As a result of the delimitation of the ISOP to the post-contract stage, the sub-

sequent description focuses on the transition phase and the middle phase. Thus, 

the scoping phase and the mature phase are excluded (shown in Figure 5.3 by 

dashed borders) and the description of the evaluation phase and the negotiation 

phase is somewhat limited. 

 

Figure 5.3 below illustrates the different phases of the ISOP in case SysDev. 

The process in case SysDev focuses the transfer which started in early 2009 and 

ended in spring 2010. The transition phase was performed between April 1st 

2009 and April 1st 2010. The operational business established as a result of the 

transfer is an on-going practice. 

 

 

Figure 5.3: Time schedule case SysDev in relation to the phases of the ISOP  

 

Here follows a presentation of the different phases of the ISOP in case SysDev. 
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Evaluation phase 

The IS supplier has been responsible for the management of the CM system 

since 2002. In 2009 a new client requirement was put forward, including that 

the costs for managing the CM system should be reduced. The evaluation phase 

was thus initiated by the client's cost reduction requirement. The purchasing 

department at the client firm demanded that a RFQ (Request for Quotation) 

should be developed and that the IS supplier should be subjected to compe-

tition. The long relationship between the client and the IS supplier resulted in a 

mutual understanding of the difficulty of an IS outsourcing because of the 

complexity of the CM system. The client’s requirement for reduced costs was 

met by the proposal to move part of the business of managing the CM system 

overseas. The IS supplier presented an offer in the form of a transfer plan, 

which involved moving the development and support of the CM system to a 

corporate-owned organisation located in the east of Europe. The offer would 

meet the requirement of reducing costs, while maintaining IS quality. The 

transfer plan, developed by the sub business unit manager and the sales 

manager along with the line manager, was reviewed by the client. The review 

process was carried out using certain indicators of evaluation. The number of 

supplier offers accepted symbolises the output of the evaluation phase and thus 

the input to the negotiation phase. See Appendix D for a graphical illustration 

of the evaluation phase. 

 

Negotiation phase 

As the best offers had been selected, the negotiation could begin. It was prima-

rily the sub business unit manager who kept in touch with the client but also 

the line manager was involved in the negotiations. The IS supplier had to re-

verse the proposed transfer plan but eventually won the assignment and a 

contract was written and signed. One of the reasons why the IS supplier won 

the bid was the superior IS expertise of the IS supplier’s employees. The 

agreement included that the transfer should be implemented parallel to current 

business operations and that the IS supplier should meet any costs. In other 

words, no client budget was allocated to the transfer. 

 

The proposal of the IS supplier was a transfer period of two years and the 

personnel division 12-17. In other words, 12 persons would remain at the IS 

supplier’s onsite unit and the captive centre would be composed of 17 persons. 



 144 

This was renegotiated so instead the division of human resources was 5-22 and 

the transfer would be completed within a year. 

 

In parallel with the negotiation activities, the decision to transfer part of the 

management of the CM system was communicated to the concerned. Primarily 

it was the sub business unit manager who was responsible for communicating 

what tasks should be transferred or kept. It was important to establish a mutual 

understanding about the transfer and discuss it effects on the individual level. 

The sub business unit manager thought that it was important to discuss the 

future and future individual goals to keep up motivation among the employees. 

See Appendix D for a graphical illustration of the negotiation phase. 

 

Transition phase 

Shortly after the signing of the contract the transfer from the onsite unit to the 

captive centre began. Concurrent with the transfer, the employees were pre-

pared for the forthcoming business reorganisation. 

 

The transition phase was implemented in one year. The transfer was influenced 

by a number of contextual factors. Among other things, a new client organi-

sation became user of the CM system, which resulted in many new and con-

flicting IS requirements. This resulted in rather big and complex implemen-

tations right from the start. In addition, the agile development method Scrum 

had been introduced the year before and people were still learning this new 

methodological approach. 

 

The transfer was governed by cost targets, that is, the condition that the cost of 

managing the CM system would decline gradually during the transfer imple-

mentation, and the gradual phasing out of roles and responsibilities to get to the 

division 5-22. As the transfer was carried out in parallel with current business 

operations and without any dedicated client budget it was not given a formal 

name; the IS supplier called it a transfer. 

 

The transfer was briefly described in a transfer plan and primarily included the 

transfer of knowledge; of the IS, the various tools used, the way of working and 

ISD and testing. As many people as possible from the captive centre visited the 

onsite unit. The transfer began with the transfer of ISD and continued with IS 
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user support. The transfer was guided by the motto learning by doing. The foll-

owing list includes the various activities that were part of the transfer: 

 

 Actors from the captive centre visited the onsite unit. 

 Fundamental training was given a number of times. This activity also 

included reading documentation to prepare for the training. 

 Mentors were awarded. Actors at the captive centre received mentor 

from the onsite unit, and assisted them during operative work. As the 

transfer went on newcomers received mentors from the captive centre. 

 Performing on-the-job training. System designers from the captive 

centre participated in on-going development projects with the guidance 

of mentors. 

 System designers from the captive centre returned home to begin 

development work locally. 

 Development work is carried out together, although the team is geogra-

phically dispersed. 

 Actors from the onsite unit visited the captive centre to train persons 

within specific areas of knowledge. 

 Check lists are used to check the transferred knowledge and responsi-

bility for different IS applications.  

 

Some of the transfer activities were performed several times during the transi-

tion phase. This was as a consequence of the ISD and IS support being 

transferred at different times, which resulted in the recruitment of new staff on 

a regular basis.  

 

The transfer activities were performed in parallel with the on-going business 

operations. Consequently, the transfer was influenced by the on-going opera-

tional business. More precisely, it was the IS user requirements selected for 

implementation that determined the content of the transfer activities.  

 

The transfer activities were supported by different technologies. A project 

homepage was developed with the purpose of sharing different types of infor-

mation about the transfer. This included information about the monthly sprints 

and the way of working. Different communication tools were used to facilitate 

distance communication and for educational purposes.  
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Along with the transfer activities, the technical infrastructure was prepared so 

that actors at the captive centre would have remote access to things like servers 

and networks. The set-up of the technical infrastructure was managed by the 

IT-department at the IS supplier firm. In addition, change management imbued 

the transition phase. This included the management of the retained IS supplier 

organisation, taking care of employees at the IS supplier firm, and ensuring that 

people received other work assignments, and taking care of employees at the 

captive centre. New employees should feel that they were appreciated and 

needed. It was then important to discuss future career plans and provide good 

conditions from a social point of view to make the staff stay in the organisation.  

 

A goal of the transfer was to try to get as much face-to-face work as possible. 

One step in this direction was to carry out all the sprint starts at the captive 

centre during the time of the transfer. Hence, it follows that people from the 

onsite unit visited the captive centre once a month for about a year. 

 

Criteria for assessing the transfer were not precisely defined. The goal of the 

transition phase was to accomplish the desired knowledge transfer, which 

should have resulted in the personnel division 5-22; five persons at the onsite 

unit and 22 people at the captive centre. Accomplishing the transfer, it included 

the ability to perform the business practice in a distributed manner. Follow-ups 

were conducted continually to verify that the business was working as expected. 

This was done by controlling the IS quality measured in the number of change 

requests. Client involvement during the transfer was mainly in connection with 

these follow-ups, which was according to the agreement. The IS supplier was 

responsible for the transfer and how it should be performed. See Appendix D 

for a graphical illustration of the transition phase. 

 

Middle phase 

The middle phase represents the on-going operational business practice. The 

practice is dependent on different ICT tools for distance communication. How-

ever, in cases of emergency, telephone calls are used. The project homepage is 

used to share information about the actual project and the included sprints. 

 

The client allocated budget is on an annual basis and distributed among ISD, IS 

support, and IS management. Roadmap is the document that guides the work 

on an annual basis. The document describes the business on a relatively 
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comprehensive level and includes things such as goal and development 

methodology. In this case the client required that the agile methodology Scrum 

should be used during ISD.  

 

Each client delivery (release) is referred to as a project. Each project consists of 

two sprints; usually a four-week sprint for planning and development (sprint 

#1) followed by a test sprint (sprint #2) of four weeks. The input to the first 

sprint is analysed IS requirements. Various stakeholders at the client firm have 

requests about the CM systems functionality. IS requirements are discussed 

continuously through various forums at the client firm. The majority of the IS 

requirements are produced by the IS users and the systems maintenance 

management (the client). The different requirements are prioritised by the IS 

users before the systems maintenance management decides which requirements 

should be part of a project. Often the requirement manager at the IS supplier’s 

onsite unit takes part in this initial requirement analysis. In addition, the annual 

roadmap and the available budget need to be considered in the selection of the 

requirements to be included in a project. As the requirement flora is enormous, 

a need has emerged for developing a business case for each requirement where 

the expected gains from implementing the requirement are stated. Before sprint 

#1 starts, the selected requirements are analysed, an activity that the IS supplier 

is responsible for. 

  

During sprint #1, the actual construction and system documentation are carried 

out as well as the testing and execution of separate functions. Different policies 

such as code of conduct, test documentation, and rules for programming 

support and/or constraint the ISD work. The output of the first sprint is new 

and/or maintained IS functionality, which becomes input to the subsequent 

sprint. The sprint #2 includes tests and delivery. First regression test is 

conducted where the new functionality is tested together with the old 

functionality. Then the client and IS users conduct acceptance tests during a 

two-week period. Finally, the actual delivery process is performed where new IS 

functionality (partial result) is implemented in the client’s production environ-

ment, and thereby available for the IS users to support their business processes. 

As soon as sprint #2 begins a new project with new requirements starts. 

Consequently, the first and the second sprint are realised at the same time. 

Currently, ten deliveries per year are implemented. The main goal of each 

delivery is to add client value and achieve satisfied client and IS user. Sustained 

or improved quality, or in other words value-added operational performance, is 
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measured in number of requirements within budget. KPIs are used to conti-

nually measure costs, quality, deliveries on time, response times for change re-

quests, costs/change request as well as follow-up on the fulfilment of require-

ments. Client satisfaction is also measured in terms of soft metrics where the 

client is able to comment on the IS supplier’s creativity, proactivity and compe-

tence. The middle phase is graphically illustrated in Appendix D. 

 

Various forums exist to discuss and follow up the on-going projects. Project 

meetings are held every week with the purpose to review project status in terms 

of budget, schedule and results. Representatives of the delivery organisation 

participate. Monthly follow-up meetings are held where all IS areas are followed 

up: ISD and support as well as training. During follow-up meetings costs and 

different KPIs are followed up. Representatives of the delivery organisation and 

the client are involved in these meetings. A cooperation meeting is held once a 

month with the purpose of following up on the roadmap. During these colla-

borative meetings sprint and project status are reviewed as well as budget to 

ensure that the roadmap is being followed. Representatives of the delivery 

organisation and the client firm participate.  

 

5.1.4 Summarising the IS outsourcing process in case SysDev 

An overview of the ISOP in case SysDev is presented in Figure 5.4. Figure 5.4 

illustrates that the client’s cost reduction requirement on the overall manage-

ment of the CM system constitutes input, or the trigger, to the performance of 

the ISOP in case SysDev. The process should provide outputs/partial results 

that contribute to operational business performance of value for the client and 

IS users (both internal and external). In case SysDev the resulting value was/is 

measured using certain KPIs, and primarly assessed by measuring that system 

functionality is delivered with agreed or improved quality. The transition phase 

in case SysDev was done in parallel with ordinary operational project-based 

work (middle phase). This included among other things that no separate client 

budget was allocated the transition phase. In practice this meant that no 

transition project was set-up and thus no project manager was assigned 

responsibility for managing the transition. This was experienced as influencing 

the transfer negatively, especially as the transition activities became less 

prioritised in comparison with on-going operative work. Other circumstance 

influencing the transition phase included many new and demanding IS 

requirements, which were a result of added CM system users. The transition 
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phase was governed by cost targets and included the gradual phasing out of 

roles and responsibilities to get to the division 5-22 – a group of five people at 

the onsite unit and a group of 22 people at the captive centre. In parallel with 

the transition phase the technical infrastructure was set-up. The technical 

infrastructure set-up was performed as a project and managed by the IT-depart-

ment at the IS supplier firm. The set-up of the technical infrastructure aimed to 

provide a technical environment supporting distant and remote working. 

Transition activities and on-going operational project-based work need to be 

supported by different technologies for distant and remote working. Further, 

different documentation, instructions and policies such as implementation pro-

posals, code of conduct, test documentation and rules for programming sup-

port and/or constraints the work of ISD. The on-going ISD projects are 

governed by the annual roadmap and budget.  

 

5.1.5 The IS outsourcing process in relation to environmental 
surroundings 

Figure 5.5 illustrates conditions in the environmental surroundings that relate to 

the performance of the ISOP as expressed by the practitioners included in the 

case study. The purpose and goal of the ISOP should be aligned with the goal 

of the business, in other words, the process should be in line with different 

strategies, such as business strategy, IT strategy, and HR (human resource) 

strategy. If an IS outsourcing method, or a structure of best practices, is pre-

sent, it should be used as guidance during the performance of the ISOP. The 

ISOP is further influenced by conditions such as the technical infrastructure for 

distant and remote working, existing ICT tools for distant communication, 

cultural aspects such as differences in power distance, and policies.  
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Figure 5.4: An overview of the ISOP in case SysDev 
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Figure 5.5: Conditions in the environmental surroundings in relation to the ISOP 

 

5.1.6 Distribution of responsibilities among actors 

Overall CM system responsibilities are distributed as shown in Figure 5.6. It is 

the client who owns the CM system, which includes responsibilities related to 

systems costs and systems functionality. The CM systems expertise is located at 

the IS supplier’s onsite unit, which is responsible for systems management. The 

CM systems experts have been working with the system for at least 15 years 

and thus possess great system knowledge about, for example, system archi-

tecture and systems requirement management. The captive centre is responsible 

for CM system construction.  

 

 

Figure 5.6: Distribution of overall CM systems responsibilities 
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The client was not involved in the details during the transfer, but participated in 

follow-up meetings to monitor things such as the transfer plan, risks identified, 

and the realisation of promised benefits. Benefits included cost savings, recruit-

ment of skilled employees at the captive centre, and no loss in systems quality. 

During the on-going projects, the client in the role of sponsor is primarily 

involved in different planning activities, for example deciding on number of 

deliveries in a year, when deliveries should be released, and the functionality 

that they should provide. Based on this rough plan (roadmap), a project plan is 

conducted for each delivery. The client is involved in controlling prioritised 

areas and sets the priorities on requirements, and approves project plans. The 

client also monitors the business through different KPIs. In summary, the 

client's role is to formally approve different plans, prioritise requirements, and 

follow up business performance. 

 

With the transfer it was decided that the overall system management should 

remain at the IS supplier’s onsite unit. This includes resources for system re-

sponsibility, prestudy work, requirements engineering, prototyping, supporting 

the captive centre, as well as operating the deliveries and client’s production en-

vironment. As a result, the client interface was kept at the onsite unit. In 

summary, the responsibility towards the client remained at the onsite unit.  

 

The type of decisions taken at the onsite unit can be described as being on a 

more holistic level, including decisions regarding requirements and techniques, 

such as choice of platform, system architecture, and database management. 

Responsibility for system documentation and process descriptions was also 

kept at the onsite unit.  

 

ISD and IS user support were transferred to the captive centre. The idea was 

that the captive centre should operate and be responsible for the projects. Main 

project manager, scrum master, and scrum team are therefore located at the 

captive centre. As two sprints are run in parallel two persons are appointed as 

scrum masters. Project reporting and resource planning including resource 

allocation of the scrum team are managed by the project manager at the captive 

centre.  

 

The role of the IS users is to specify requirements. In other words, they provide 

input in the form of IS user requirements to the on-going ISD projects. The 
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following section centres on the experiences told by the actors that took part in 

performing the ISOP in case SysDev. 

 

5.2 The IS outsourcing process in a business context 

The subsequent section reports on the respondents’ experiences of performing 

the ISOP in case SysDev. The respondents are categorised in accordance with 

their positions/roles, work tasks and responsibilities in in the performance of 

the ISOP. The business context, composed partly of the inter-organisational 

character of the ISOP partly of an organisational design in three levels is used 

as a way of structuration.  

 

The empirical summaries include a short description of the actor, its role in 

relation to the ISOP and a presentation of the actor’s experiences collected as a 

result of being part of the process. The latter is structured with the use of the 

dimensions for studying the ISOP – Environment, Atmosphere, Contract, 

Interaction, IS, Management, Outcome, Behaviour and Organisation – consti-

tuting one of the elements in The IS OUT Framework.  

 

5.2.1 Empirical summaries: strategic level perspective 

This part reports on the experiences of the actors adopting a strategic level 

perspective on the ISOP.  

 

Vendor manager at client firm (respondent C1b) 

As a vendor manager, the respondent describes himself as a support function, 

supporting persons in their supplier contacts. Some have many supplier con-

tacts and need help maintaining them. Others have few but then need support 

and advice how to keep in contact with the supplier instead. In his position as a 

vendor manager, he makes sure that they act in a consistent manner towards 

different suppliers and that they re-use good experiences. His role in case 

SysDev is more on the business level. His relation with the supplier concerns 

administrative and commercial things such as orders and costs, follow-ups and 

evaluations. The respondent’s overall involvement and responsibility during 

case SysDev and in the ISOP is illustrated in Figure 5.7. 
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Figure 5.7: Vendor manager’s (C1b) overall involvement and responsibility in the ISOP 

Atmosphere 

The respondent mentions the client–supplier relationship as very important and 

thinks that a good relationship is a relationship where both parties want to 

understand each other’s expectations. “To have a balanced and mutual 

relationship is the basis of very much”, the respondent states. Frequent mis-

understandings are often a sign that something is wrong. A misunderstanding is 

when the delivery does not fulfil expectations. He continues that it is difficult to 

measure a good relationship and that is why it is important in his role as a 

vendor manager to set a good example.  

Contract 

The respondent describes different driving forces of outsourcing. Often it is a 

question of allocation of resources. With this the respondent means that when 

they are to begin with new development areas, they have to make their own 

resources available. Another reason for outsourcing, the respondent explains, is 

that you want your resources to work with core business and not supporting 

functions. In this case, the latter is the reason for outsourcing. The respondent 

explains: “And in this case it is appropriate to ask [the IS supplier] to do it for 

us and pay them instead of setting up a separate organisation by our own.” 

Before an outsourcing decision can be made, the respondent thinks that it is 

important that they have the answer internally as to why they should outsource. 

“We must be able to explain our motivation to the supplier”, he explains.  

 

The respondent says that there does not exist a specific strategy for outsour-

cing. Outsourcing is one of the options when they discuss the management of 

their IT. For products like the one in case SysDev, the respondent explains that 

they chose between and evaluated three alternatives: keeping the product in-
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house, buying a standard package tool, or outsourcing. If the decision is to 

outsource, they have a certain way of working with outsourcing, including, for 

example, guidelines for the selection of supplier. A central outsourcing organi-

sation provides a list of suppliers that the client firm wants to have business 

relationships with. The supplier firms included in the list have been assessed 

according to specific indicators such as stability and geographical location. 

 

In his role as a vendor manager he is involved in the whole outsourcing process 

in some way. His main responsibility is to make sure that the surrounding 

circumstances are considered, such as adjustments to the product, security, and 

monitoring structures, and also that everything has been correctly described so 

that the supplier can understand the assignment and the client’s expectations. 

This requires ensuring that you talk about the same thing; define the meaning 

of a concept is the same way, and that you have reached consensus. To reach 

an agreement, you have to meet and discuss the assignment, the system and its 

development, the functionality that should be implemented, documentation 

produced, and so on. The respondent states: “Very much centres on reaching 

consensus on understanding each other, on what is expected. Because it is 

impossible to describe everything in one contract.” The contract between the 

client and the IS supplier contains information on a more abstract and 

comprehensive level. The respondent describes that the contract is mainly built 

on general agreements where legislation, costs and security aspects are handled. 

 

“In this case we have a very coherent view on most things, so communication 

is easy and not very much text is needed”, the respondent explains. Communi-

cation is easy because of shared values and the same vocabulary.  

Outcome 

The transfer itself was not evaluated expect for ensuring that it runs according 

to plan. When the new organisation settled, deliveries are evaluated according 

to time, quality, functionality and some other indicators. Besides this, a 

competence evaluation is done twice a year. The main contacts at the client 

firm fill in a questionnaire including questions on supplier competence in 

different areas, from domain knowledge to project management excellence. The 

result is then presented to the IS supplier and if the result points to some 

weaknesses, they are discussed with the IS supplier. There are no costs related 

to this competence evaluation but it is just an indicator of how the client 

experiences the IS supplier.  
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Behaviour 

The respondent describes the experience of previous outsourcing processes as 

something that is necessary for success. Even if basic structures and guidelines 

for outsourcing are present they have to be adapted to the specific case, for 

example, dependent on product. Then experiences from previous cases of out-

sourcing are important. Experience is gained by being part of outsourcing 

processes but also by learning from other’s experiences. The respondent further 

thinks that the IS supplier’s experience from outsourcing must not be 

neglected. He states: “The IS supplier is in contact with other companies for an 

outsourcing purpose and has acquired experiences that we have to listen to.”  

 

Head of customer management at IS supplier firm: onsite unit (respondent S14) 

The respondent has many years of experience from outsourcing, both from a 

national and international point of view. He has several times participated in the 

set-up of a business abroad, both with external partners and acquired busi-

nesses. In these cases he has been located at the new partner’s premises for a 

couple of years for the purpose of building and shaping a relationship with 

management. This includes, for example, the set-up of a technical infrastructure 

and the creation of trustworthy relationships with operative managers.  

 

The respondent’s position in the IS supplier firm is as head of customer 

management, a global position, which he has had since the beginning of 2010. 

As head of customer management, he is accountable to the client. This includes 

responsibility for both sales and deliveries. Internally, he is responsible for pro-

fit and loss for the specific client account. Part of his responsibility includes 

finding the best solution for the client, and this includes trying to find the best 

delivery organisation for a specific client assignment. Some of his tasks include 

evaluation of current deliveries and business relationships as well as further 

proactive development of existing businesses.  

 

The respondent became involved in case SysDev in 2010. Consequently, he was 

not involved during the early phases of the process, but after the transfer was 

completed. In his position as head of customer management, he has continuous 

contact with the line manager at the IS supplier firm and the project sponsor 

(respondent C2) at the client firm. He is, however, not involved in operative 

work which is managed by the IS supplier’s delivery organisation and the client. 

The respondent explains that he is responsible for the agreement, the contract 
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owner, and complaints are forwarded to him if they cannot be solved in the 

delivery organisation, or by the delivery organisation and the client. The 

respondent’s overall involvement and responsibility during case SysDev and in 

the ISOP is depicted in Figure 5.8. 

 

 
Figure 5.8: Head of customer management’s (S14) overall involvement and responsibility 

in the ISOP 

Environment 

The respondent says that outsourcing is mainly a result of the existent interna-

lisation of the market. It is a question of managing the competition from firms 

established in low-cost countries.  

 

His experience is that it is easier to move work within the same corporation 

because then you do not have to consider the legal aspects, pay levels and dis-

putes. Hence it follows that you do not have to formalise it in the same way as 

if you are doing business with an external part. He continues that it is difficult 

to find suitable business partners; suitable in the sense that you understand the 

expectations that you have on each other. Often, he explains, this is a result of 

present organisational culture. Of course you can learn the cultural settings, but 

if it is possible the best solution is to find a business partner who understands 

the present requirements.  

 

The respondent compares the presence of a well-functioning IT-solution to a 

practical trap. He thinks that actors often believe that it is an easy task to set-up 

an IT-solution including things such as development environments, permi-

ssions and accesses. But in his experience it takes a lot more time than ex-

pected, mostly since it involves many people who have to approve different 
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things. The suggestion is therefore to begin with the IT-solution from the very 

beginning: “this we know so therefore we act in a proactive manner”.  

Atmosphere 

The respondent describes proactivity as a success condition in an outsourcing 

relationship. He explains: “You can be proactive and actually stay ahead of the 

client, to take it up before the client realises that something needs to be 

changed.” He states further that a satisfied client is the receipt of a successful 

outsourcing relationship. When work is moved within the same corporation, he 

expects that responsibility to the client and the deliveries are shared among the 

involved units.  

 

In this case it was decided that the delivery organisation should comprise both 

Swedish and foreign labour. The respondent thinks that it is important to be 

close to the client and since the client is located in Sweden, they wanted the 

client interface to be kept in Sweden. Closeness makes it possible to meet face-

to-face more regularly and to build good client relationships. Thus closeness is 

seen as a competitive advantage. That client–IS supplier interactions can be 

held in a native language is a further advantage. Often the client interface is set-

up by people who have long experience of the outsourced system. Since out-

sourcing often involves complex products, the respondent thinks that product 

knowledge is necessary and also difficult to transfer. The building of expertise 

requires low staff turnover at the partner firm located abroad.  

 

A good relationship with both the client and the captive center is something 

that the respondent recommends that the IS supplier strives for. A governance 

structure should be in place, including continuous follow-ups involving pro-

blem discussions and action taking. The respondent explains: “In contexts like 

this it is a question of trust between all parties.”  

Contract 

When entering a business relationship, the strategic perspective adopted is to 

start from the client perspective and the needs of the client. The respondent 

explains: “[IS supplier firm] aims at being best in terms of customer intimacy”. 

One way of fulfilling this aim is to offer outsourcing. The point is to meet the 

client’s requirements and if these include reducing costs, then outsourcing is 

one solution that can be offered in dialogue with the client.  
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One success condition in outsourcing is reciprocal understanding, especially of 

each other’s expectations. The respondent explains: “Because it is so incredibly 

easy to misunderstand each other, you have to communicate about many 

different things. […] and especially in the beginning.” The respondent thinks 

that it is absolutely necessary to meet face-to-face; not until then are you able to 

understand each other. For example, in a knowledge transfer KPIs, transfer 

costs, and transfer time period must be considered, for instance, and you have 

to make sure that both parties agree on how the transfer is to be carried out. 

 

Before entering a relationship with a partner located in a different country you 

have to consider the cultural aspects. The respondent thinks that the cultural 

aspects are part of people’s thinking about business.  

Interaction 

The respondent mentions that the dialogue with the client is crucial. Internally, 

they have to discuss what they can do further with the deal and how to add 

more client value, to be proactive, as the respondent puts it: 

 

You can never stand still but it must always evolve. What we have to 

avoid is to wait until the client makes requirements, and that reality is 

slipping away from us, and that client requirements are ahead of us and 

then we stand there and have an undeveloped business and the client is 

dissatisfied.  

 

When relocating work to other countries, misunderstandings resulting from 

language barriers must be taken into account. On the one hand, there is termi-

nology and the fact that the same word can mean different things. On the other 

hand, there is the level of language skills. The respondent mentions Indian 

people as an example and thinks that their English is excellent but their accent 

and pronunciation in English can be difficult to understand. As a result he 

thinks that it is important to meet since body language reveals a lot. You can 

receive an answer but the body language signals something else. “And this I 

cannot experience by talking on the telephone”, the respondent says.  

Management 

To succeed with a knowledge transfer the respondent’s experience is that the 

transfer needs to be carefully planned and include frequent follow-ups. The 

transfer should include elements of test, such as tests on the knowledge of a 

specific transferred module. Further, the transfer should comprise cultural 
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aspects that need to be considered. The transfer duration needs to be reflected 

upon in relation to different criteria such as systems complexity and KPIs. The 

respondent explains: “If you take the KPIs and if you allow a decline then you 

can conduct the transfer faster, but if it is absolutely forbidden to have any 

declines and if perhaps the field is tricky in any way then it will take longer.” In 

this case the client had the requirement that the KPIs should remain at the 

same level as before the transfer, which affected the time duration of the 

transfer. The best way to learn a product, processes, and a way of working is 

through learning by doing.  

Outcome 

The deliveries and the delivery organisation are regularly evaluated by using 

KPIs and subjective evaluations, including measures for proactivity, client 

satisfaction and competence. KPIs are used to measure things such as costs, 

quality, in time deliveries, response times for change requests as well as follow-

up on requirement fulfilment. If problems are located actions are taken. In this 

case, the respondent says, the client is satisfied and no big problems have 

surfaced.  

 

The outsourcing relationship is evaluated in a more informal way, according to 

the respondent: “A bad relationship shines through on KPI measures, whether 

it is internal or trouble with the client.” He further emphasises the importance 

of creating a feeling of ‘we’ and not ‘we and them’. This applies especially if the 

relationship is constituted by partners belonging to the same corporation, such 

as in case SysDev.  

 

Sub business unit manager at IS supplier firm: onsite unit (respondent S6) 

The respondent’s position at the time of the transfer was as sub business unit 

manager and his role was project owner. So internally, he was the owner of the 

transfer, for example, being responsible to the client. The respondent was in-

volved in the development of the transfer plan, negotiations with the client and 

in transfer preparation meetings during the initial phases of the process. As a 

sub business unit manager he was responsible for profitability, both from the 

perspective of client goal and IS supplier goal. He was also responsible for 

competence readiness at the IS supplier’s delivery organisation as well as client 

deliveries. The respondent changed his position in 2009 and since then he has 

not been involved in the specific business managing the CM system. The 
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respondent’s overall involvement and responsibility during case SysDev and in 

the ISOP is depicted in Figure 5.9.  

 

 
Figure 5.9:  Sub business unit manager’s (S6) overall involvement and responsibility in the 

ISOP 

Environment 

The transition phase includes, besides transferring activities and responsibility, 

preparing the technical infrastructure, as the respondent observes:  

 

[T]here were many technical issues that had to be resolved in the 

transition phase, type of network, and infrastructure and things related to 

it that had to work, flows in technical environments, access to 

applications and permissions. […] [T]hey [the client] want to know about 

security and security zones and that unauthorised persons cannot access 

and things like that. 

 

Before a transfer, it is therefore important to plan, in as much detail as possible, 

things related to the technical infrastructure, which should be shared with the 

receiving unit. This includes for example making sure that the receiving unit has 

access to networks, application operations and databases, taking care of licen-

sing issues and other infrastructure related things. The respondent describes a 

well-functioning technical infrastructure as one of the success conditions in IS 

outsourcing.  

Contract 

When it comes to what makes an outsourcing relationship successful the res-

pondent points to the importance of the IS supplier and the client having a 

joint goal: “Here we are today and this is how the journey looks like”. It 

includes how problems and unexpected incidents should be managed, problems 

with networks, communication, competences, and changes in the client’s 
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business, and so on. Responsibilities and roles need to be clear so that expecta-

tion levels are similar. In this case the relationship with the client was not new, 

which made it a lot easier. The respondent states: 

 

Here we had a long and good relationship with the client, great confi-

dence, a close relationship and this makes it of course a lot easier. I can 

imagine that there would have been more relationship-oriented aspects 

included if the area won had been new to us.  

 

Part of the joint goal between IS supplier and client was a set-up that meant 

that most of the existing roles should be transferred to the captive centre. 

However, some roles should be kept at the IS supplier. This set-up of mixing 

domestic and international resources, the respondent refers to as smart 

sourcing. But the relationship between the onsite unit and the captive centre 

was new, so in this relationship they had to decide who should take responsi-

bility and discuss structure for work methods. Building relations, building trust, 

and other relationship-oriented aspects were consequently done from scratch.  

 

This set-up was part of the IS supplier’s strategy and the idea was to keep as 

many job opportunities as possible. Clinching the deal meant expectations of 

increasing the business as the IS supplier firm was now an active actor on the 

outsourcing market.  

Information systems 

The outsourced CM system is complex and requires an understanding of 

business processes, work methods, and routines in the client’s operating 

systems. Thus, the respondent thinks that developers need to understand why 

the code is written as it is and what happens if changes are made in processes 

and work modes. So, in this case the transfer was a bit special. The receiving 

persons at the captive centre had to learn the client’s business in different 

specific business areas, as he says: “Here you need to understand how you 

work, and work flow, practices of those who are users of the system. [...] And it 

was, I would say, the more difficult part of it to understand”. He thinks that 

outsourcing of user-intensive applications requires a receiving organisation that 

has a similar way of thinking. This he believes was one of the main reasons for 

choosing a fairly closely geographically located partner for the transfer.  

 

Consequently, the transfer needed to include training about the client’s business 

processes and procedures. In this case, it is the persons at the IS supplier firm 
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rather than persons at the client firm who knows the system best. This is a 

result of their having been part of its development from scratch and thus 

having a great deal of knowledge to share with the persons at the captive centre. 

One way of successfully sharing knowledge is to include the receiving persons 

in on-going projects, thus excluding fictitious tasks. Another condition that has 

contributed to a successful transfer is the application of an agile working 

method, in this case Scrum. The agile way of working has contributed to more 

teamwork such as programming activities conducted in pairs. 

Management 

Having responsibility for the business the respondent managed resources. This 

responsibility entailed that he had to make sure that the persons at the captive 

centre were assigned work and that they had the required competence to 

perform this work. Otherwise his business would be charged for work not 

performed as expected. Another aspect is that he also had to make sure that the 

onsite staff was occupied with work. As a result of the transfer people were no 

longer engaged in work related to the outsourced CM system, which meant that 

they had to be transferred to another position for reasons of maintaining 

profitability. This was part of the internal firm goal with the outsourcing.  

 

Further, the respondent talks about management and leadership as something 

that is of the most importance during an outsourcing, especially in the early 

phases of the outsourcing process, as he puts it: 

 

I mean getting everyone to understand and realise why this is happening, 

to avoid opponents. Leadership in the early phases is of the utmost 

importance. Why is this happening? What will happen next? Where are 

we going? What will happen to me? This is really important leadership. 

Make people optimistic, get them to help even though they may feel 

threatened, and unsure of what to do in the future. It is difficult leader-

ship though, and also, there is a lot of feelings. It is important to have 

the support of the management. 

 

As a project manager you cannot be responsible for managing personal feelings; 

however, the respondent thinks that as a project manager you need to be aware 

of them and pay attention to them. Besides this, project management includes 

making sure that technical environments correspond to the team members’ 

expectations, such as access and security issues. A project manager also needs 

to manage cultural differences and pay attention to circumstances resulting 
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from cultural differences. It is important to have a good dialogue with the 

people onsite and with the people at the captive centre. The managers at both 

firms need to discuss how work is going on and how the relationship works and 

so on. To summarise, the respondent thinks that the project manager needs to 

have control of the project at a higher level without having to deal with the 

personal feelings. When it comes to personal feelings, it is instead important to 

have a close relation with the HR people. The project manager should turn to 

them when he or she experiences that the project members are not feeling well 

or if relationships are not working.  

Outcome 

To measure if the result of the outsourcing is successful, not only KPIs are 

used but also checklists. Checklists include forms of cooperation, technical 

aspects, including network, communication, access, and so on. The KPIs are 

used to measure if the work pace is the same as before the outsourcing, if the 

same number of change requests is managed and if the cost level meets 

expectations. Sometimes surveys of soft aspects, including proactivity, creativity 

and client satisfaction, are used to get an idea of how the management is 

perceived, and so on.  

Behaviour 

The respondent mentions two reasons why the team at the captive centre spent 

a lot of time with the team in Sweden during the transition phase. The first was 

that they should learn the system and the other that they should build relation-

ships and create an understanding of each other’s cultures. The respondent 

thinks that the persons at the captive centre are very competent and have about 

the same educational background as the Swedish colleagues. The difference, he 

thinks, lies in the culture and different opinions on how a business should be 

run. To exemplify, he mentions the difference between hierarchical and flat 

organisational structures, where degrees of openness vary. In hierarchical 

organisational structures the employees do not question managers whereas in 

flat organisational structures consensus is often the goal. The respondent thinks 

that it is important to be aware of differences in culture before an outsourcing. 

In this case the decision to outsource to a firm located geographically close was 

based on the characteristics of the CM system. Aspects such as time to travel, 

cultural compatibility, competence and business understanding were discussed 

with the client during the negotiation phase.  
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To reach an understanding of each other’s cultures and way of working, the 

respondent describes that different get-to-know activities were conducted. Yet, 

he thinks that learning by doing is the best way to learn other cultures since it is 

in practising that values and norms become visible. On a firm level courses in 

intercultural communication have been offered to prepare the organisation for 

globalisation and business decisions, such as outsourcing. Further the 

respondent states that it is important to learn from previous transfer projects 

and how people react to changes following an outsourcing. He refers to dif-

ferent techniques and methods, which can be used to learn more about roles 

and behaviours of the persons involved in a project, saying: “I think this is very 

much about soft qualities.” 

Organisation 

One of the success conditions for an outsourcing is, according to the respon-

dent, to make everyone realise why outsourcing is done. It is important to 

inform employees about the outsourcing and its motivation. In this case it was 

a matter of living or dying. Outsourcing is something that is present in today’s 

market as part of the globalisation process. The respondent thinks that they had 

to decide if they were to be part of this process or not. If not, what would 

happen then, he asks. “You have to discuss questions like this with the 

employees,” the respondent says. It is important for the employees to know 

what an outsourcing involves for them and how it will influence their future 

career paths. Through goals, motivation, and information, it may be easier to 

accept changes in the market, such as in this case the decision to outsource part 

of the business:  

 

For me the phases before the implementation are important, partly 

because you want to win the deal partly and above all because you need 

to prepare the employees. This influences forthcoming phase a lot. If 

you have not said why we do this, the consequences of it, how we will 

support those who lose their jobs, then the transfer and implementation 

will certainly not be successful. It is not a regular development project. 

[…]. Here there is a lot more feelings, such as feelings of being 

threatened and the questioning of “aren’t I good enough?” and “why are 

you doing this” and so on. 
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5.2.2 Empirical summaries: operative level perspective 

This part reports on the experiences of the actors adopting an operative level 

perspective on the ISOP 

 

Discipline manager at client firm (respondent C1a) 

The respondent describes himself as the person who ordered the transfer. This 

included being involved in the negotiations of the assignment, the set-up of the 

transfer, and the transfer follow-ups. Transfer follow-ups were conducted a few 

times a year to check that the transfer progressed as planned, that specified 

advantages had been gained and identified new risks had been managed. During 

the transfer his position in the client firm was as discipline manager, including 

responsibility of a specific discipline area. The main aim of the transfer was to 

be more cost efficient in the specific system area, including reducing costs of 

ISD, maintenance, and support. As discipline manager, he was mainly involved 

in various initial planning activities, such as deciding on the number of 

deliveries per year, when deliveries should be released and what functionality 

they should include. On the basis of this, sprint planning was conducted, which 

he then approved. Basically, his role was to formally approve plans and 

priorities. 

 

Today, the respondent works as vendor manager in the client firm. His position 

as discipline manager has been handed over to two other persons who have the 

main operative and daily contact with the IS supplier in this actual outsourcing 

engagement. The respondent’s overall involvement and responsibility during 

case SysDev and in the ISOP are illustrated in Figure 5.10. 

 

 
Figure 5.10: Discipline manager’s (C1a) overall involvement and responsibility in the ISOP 
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Atmosphere 

The respondent holds that openness is vital in a client–supplier relationship. 

Openness helps avoid surprises; problems and risks can be identified and 

actions can be taken at an early stage. Openness means that “you solve pro-

blems together”, the respondent states. The respondent thinks that it is the way 

the client acts that sets the working climate: “[t]hat they do not feel that they are 

attacked every time they share a little information that may pose a risk.” Due to 

this open climate with the IS supplier the respondent thinks that the transfer 

was “painless” without any surprises. 

 

The risk of having such an open relationship is that things are not documented, 

which may result in that dependency on certain persons. Yet, he thinks that this 

is a rather harmless risk compared to the great advantage of having a relation-

ship like the one with the IS supplier. To maintain this open climate, the 

respondent explains that they have consciously placed all meetings at the IS 

supplier firm to give the client representatives the opportunity to meet several 

persons involved in the project and talk directly with them without middlemen. 

“To frequently be on site and meet people is a basic condition for maintaining 

openness over time”, the respondent states.  

 

When you are part of a relationship that is imbued with openness, it is im-

portant that someone manages the more formal part of the relationship. This 

means the administrative and commercial communication on costs, agreements, 

and orders. Further, the relationship should be detached from communication 

concerning daily operative system work. Thus, the two types of communication 

should be managed by different persons. 

 

The respondent’s experience is that it is not the transfer in itself that is difficult; 

the tricky part is the client–supplier relationship and having realistic expecta-

tions. A good relationship is a success condition in itself. Thus, if you do not 

succeed with the relationship, it is difficult to succeed with anything else, as the 

respondent says: 

 

The best situation is when you discuss and report beyond the agreement. 

Then you will experience a safe relationship. Safety is hugely important, 

that we trust that the IS supplier has understood what we want and that 

we have talked to them in a kind of way that we understand that they 

know how to do things. And from the IS supplier’s point of view that 
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the client understands what it will receive, when and how [...]. Then you 

can reach a more creative relationship where you can propose sugges-

tions, where the IS supplier does not just do as you say but has own 

ideas how things can be done in a better way. Thus, you get creativity, 

openness and no surprises and then it is a really good relationship.  

Contract 

Openness needs to be combined with clarity. The respondent explains: “What 

is important to remember in all relationships like this one is to be clear about 

expectations and who is expected to do something or who is responsible for 

something. […] And that you retain this clarity all the way to avoid 

misunderstandings.” The respondent further thinks that it is important to have 

distinctive roles and to be clear about the role you are acting in during different 

situations.  

Information systems 

The CM system in itself influenced how the transfer could be implemented. 

The CM system architecture is designed with different parts fairly independent 

of each other, which in turn made it possible to gradually transfer the system. 

The CM system is tailor-built, that is, client specific, which means that it is 

highly dependent on client specific products and processes. Consequently, 

coding and testing knowledge is not enough; knowledge about ways of working 

to manage the system is also needed. This is also the reason for keeping 

competence at the IS supplier firm. Thus, complex system related areas such as 

investigations, requirement management, documentation and training are still 

managed at the IS supplier’s onsite unit.  

 

The respondent thinks that an odd thing with this transfer was that the 

responsibility for the CM system management was kept at the IS supplier’s 

onsite unit. This had the consequence that the persons at the onsite unit could 

not just transfer everything but still had to be part of daily development work.  

 

The respondent believes that Scrum and other agile ways of working are pre-

ferable when you need to learn a new business because the routine for giving 

feedback quickly is built into the agile methodology: “[…] you receive feedback 

faster when you have understood and done it right. [..] In particular the fre-

quent prototype demos strongly contribute to speed up the development of 

skills.” 
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To speed up the process of learning the product and built-in processes the 

respondent explains that it was important that the persons at the captive centre 

had direct contact with the client side. By discussing requirements, solutions 

and problems directly with client representatives, the aim was that they would 

understand the client’s way of working faster and the problems that the CM 

system is designed to solve. “The more knowledge about our way of working 

the better system design they are able to produce”, the respondent explains.  

Interaction 

The client’s main communication interface is the system management team at 

the IS supplier’s onsite unit. One of the reasons for keeping some persons 

onsite was because it was judged that they would maintain a relaxed dialogue 

with the captive centre more easily than the client. The respondent explains: “A 

client–supplier relationship easily becomes more formal than if it is managed 

internally.” He states further that the persons at the IS supplier’s onsite unit are 

very competent in this specific business area, a competence that is difficult to 

replace. Thus, by keeping some resources at the onsite unit, responsibility for 

systems management was not transferred.  

Management 

Risk management is something that the respondent mentions as crucial during 

the complete transfer; risks should be identified, actions taken, and then fol-

lowed up. One identified risk was reduced quality, which could have been a 

result of a failure to recruit persons with the required competence at the captive 

centre. 

 

The transfer period was longer than is traditionally recommended, one year 

instead of six months. The transfer period was decided in regard to the 

smoothest way of phasing out the business. In this case it was an advantage to 

have access to the competence at the IS supplier’s onsite unit for a longer 

period since the people at the captive centre could then receive support when 

needed. They also had the possibility to transfer required knowledge without 

running out of time.  

 

To succeed with a transfer the respondent believes that line management is 

important. For the sending organisation the transfer entails many changes and 

then change management becomes important. The line manager needs to 

manage it in a professional way so that the retained organisation is still moti-
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vated. The client or orderer of the transfer has to clearly communicate why the 

transfer is ordered.  

 

The challenge of a project manager during a transfer is to organise work and 

ensure that work can be transferred gradually, that required competence is in 

place at the captive centre, and that the transfer can run in parallel with the on-

going business. As the transfer is completed the project manager needs to 

create arenas for information sharing, such as meetings, different ways of 

reporting, access to different technical facilities for communication as well as 

face-to-face meetings. “You should be able to work as if you were sitting in the 

same office”, the respondent states.  

Outcome 

To measure the outcome of the transfer different KPIs were used. The res-

pondent explains that the goal was that the KPIs should remain as they were 

before the transfer. Besides following up on the KPIs, the costs as well as the 

transfer plan were followed up. A few times a year subjective evaluations are 

conducted. The respondent explains: “[…] [W]e also make subjective 

evaluations in which we ask the staff at the client firm, “how do you think they 

behave in these areas, do they have competence in these areas, how do they 

deliver”.” In this case the measures have been fairly stable, which indicates that 

the IS supplier has succeeded with the transfer. 

 

Product maintenance area manager at client firm (respondent C2) 

The respondent has been an ordinary user of the CM system. However, since a 

couple of years, he has been responsible for the system. In this capacity he is 

involved in decisions regarding budget, costs, outsourcing and system’s 

functionality. He describes himself as being the person operatively responsible 

for the CM system.  

 

The respondent was part of the development of the RFQ and the evaluation of 

offers from different suppliers. He was not involved in the different transfer 

activities but took part of follow-ups to make sure that the transfer progressed 

as planned. His involvement in the daily business is to discuss system require-

ments with different IS user representatives and decide which requirements 

should be included in a project. During the development work he is contacted 

if something critical happens or if requirements have to be reprioritised. He 
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takes part of demos of new functionality and is sometimes involved during 

acceptance tests. System documentation, such as IS user manuals and new 

functionality descriptions, is part of his responsibility. The respondent also 

takes the final decision if new functionality should be released and installed or 

not. His main communication interface is the system management team at the 

IS supplier’s onsite unit. The respondent’s overall involvement and responsi-

bility during case SysDev and in the ISOP is illustrated in Figure 5.11. 

 

 
Figure 5.11: Product maintenance area manager’s (C2) overall involvement and responsi-

bility in the ISOP 

Environment 

The location of the outsourcing partner should be considered in relation to the 

client’s headquarters. In this case the IS supplier offered a solution that 

included a transfer to an east-European country, which is fairly close to the 

client’s location. The advantage of a partner located in the same time zone is 

related to smooth communication, or as the respondent puts it: “As [CM 

system] is used by many users, we need to get in contact with people directly if 

something happens and we need to meet face-to-face.” 

 

The respondent also says that they did not manage to set-up a well-functioning 

technical infrastructure at the captive centre before the transfer began, which he 

experiences as a client failure since many of the problems related to the tech-

nical infrastructure are due to the client’s security rules. Access to databases, 

licenses, and slow network connections were some of the problems. The re-

spondent believes that it is important that both the client and the IS supplier 

take their responsibility on issues related to the technical infrastructure. Re-

sponsibility for such problems should however be clearly stated in the assign-

ment specification.  
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Atmosphere 

The respondent describes the outsourcing relationship with the IS supplier as a 

little odd or special since complete IS management is outsourced to the IS 

supplier. This is because all competencies regarding the management of the 

system are at the IS supplier firm. As a consequence the respondent describes 

the business relationship as a little bit risky.  

 

The respondent is completely satisfied with the relationship with the IS 

supplier. He explains: “A really good team, we trust each other and we always 

try to fulfil each other’s requirements and desires.” The respondent maintains 

the good relationship by keeping in touch with the IS supplier, preferably every 

day.  

Contract 

The respondent states that it is extremely important that each party is aware of 

its responsibility area: who is responsible for what, when are deliveries expected 

and what functionality should they include and how is the project expected to 

progress. Responsibility issues should be discussed as part of the negotiations 

and then it is important that persons with experience from previous and similar 

negotiations participate. 

 

The respondent empathises that, before deciding with whom you should 

cooperate, it is important to meet face-to-face to get a feeling of their business 

and the people. This was not something that he did in this case but a lesson 

learnt for future outsourcing engagements.  

Information systems 

As a result of the dramatic increase of IS users in the last years, the number of 

change request has also increased. In turn this has resulted in a more complex 

situation. IS users apply the system for different purposes and all users desire a 

system that fits their way of working. Since this has been impossible, because of 

money constraints, for instance, requirement analysis has become more detailed 

to assess how a change request can serve different IS user organisations.  

 

The respondent describes that the complexity of the CM system has influenced 

the transfer. This is also a reason why some responsibilities were not trans-
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ferred. The respondent thinks that this was an action taken to manage more 

complex functionality even after the transfer.  

Interaction 

The main difference before and after the transfer is related to communication 

possibilities. The respondent’s experience is that the ability to communicate has 

become worse. He states: “It is not as easy to call; it is a slightly heavier and 

slower process of communicating.” Before the transfer it was easier to get 

information about project status and consequently IS users could be informed 

more rapidly. He continues that communication is a lot easier when you meet 

face-to-face. Face-to-face meetings support more information and under-

standing since also body language is included. Consequently, the respondent 

feels that it is important to meet face-to-face. The respondent’s wish was that 

systems management should be kept in Sweden with the motivation that the 

client headquarters is located in Sweden. He says: “ As long as the headquarters 

is located in Sweden, you should build communication interfaces from as Swe-

dish perspective; based on our time zone, to speak Swedish or good English.” 

 

The respondent stresses that language is important when considering a foreign 

business partner. Usually, English is the common language and it is important 

that the foreign persons can express themselves clearly, both in text and speech.  

Management 

The respondent mentions the importance of the project manager’s awareness 

of the difficulties that may arise during a transfer. The project manager needs to 

be experienced to manage different issues such as time, costs, complexity, 

language, system’s complexity in relation to transfer set-up, transfer follow-ups, 

and the maintenance of frequent contacts with client.  

Outcome 

The respondent thinks that if the IS users are satisfied he is also satisfied. They 

apply different KPIs to continually measure the business. During the transfer 

follow-ups were performed continually to make sure that costs were reduced as 

planned.  

Behaviour 

The respondent thinks that the system knowledge and the experience of the IS 

supplier had a great influence during the activity of selecting supplier. The IS 
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supplier has worked with the system for several years and to transfer this know-

ledge to another supplier would require both a lot of time and money.  

 

At both the onsite unit and the captive centre the team members are committed 

and ambitious, something that the respondent highly values. He states: “We are 

glad that we have managed to recruit such talented persons who take responsi-

bility and work hard if problems occur.” 

 

Line manager at IS supplier firm: onsite unit (respondent S7) 

The respondent worked as line manager at the time of the transfer. As a line 

manager she was quite involved in the operative work with the CM system and 

she describes her work as overall operative management. She was one of the 

persons involved in the evaluation and negotiation phases in activities such as 

development of transfer plan and negotiations with the client. During the 

implementation, she had control of and decided how the team members should 

work, for example, with Scrum, the business processes and test improvements. 

She was not involved in decisions regarding what to implement. Instead her 

opinions were influential at a higher operative level, for example, if the sug-

gested implementation was realistic in relation to the assigned budget. She 

managed resources and priorities (what should be done and by whom) and 

participated in steering group meetings and cooperation meetings. She 

communicated mainly with the overall project manager, scrum masters, the 

project sponsor and the systems management team. The line manager’s overall 

involvement and responsibility during case SysDev and in the ISOP are 

depicted in Figure 5.12. 

 

 
Figure 5.12: Onsite line manager’s (S7) overall involvement and responsibility in the ISOP 
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Environment 

The respondent’s experience of the transfer is that the set-up of the technical 

infrastructure needs to be managed before the actual transfer starts, to make 

sure that the team members at the captive centre will have access to the de-

velopment environments necessary to perform their work.  

 

Another issue, which impacts on the way of working, is related to culture and 

more specifically organisational culture. The respondent thinks that the appli-

cation of the methodological aspects of Scrum influenced the way of thinking: 

cooperation became important, there was no prestige, and everyone shared a 

feeling of responsibility. This way of working was, however, in conflict with the 

organisational culture at the captive centre. The respondent explains that it was 

difficult sometimes to get the team and the scrum master at the captive centre 

to follow the process since they had their preferences as to how things should 

be done. One example relates to responsibility. In Scrum the guideline is that 

responsibility should be shared. In the IS supplier’s onsite unit the under-

standing is that responsibility is shared as a result of the organisation being 

relatively flat. In contrast, the way of working at the captive centre is described 

as hierarchical. The respondent exemplifies: “This was in particular visible 

during the scrum meetings where the idea is that everyone should say some-

thing. Instead many talked through the scrum master.” Thus, there was a 

concern that the responsibility was not shared among the team members at the 

captive centre. In the beginning the team members also had difficulties in 

admitting mistakes and making changes in already existing plans. The respon-

dent thinks the reason was that the team members then felt that they had been 

unsuccessful in their mission and that they did not want to lose face in front of 

their colleagues. 

Atmosphere 

A successful outsourcing relationship is characterised by freedom under 

responsibility. You should not try to master the team members or control them 

but they should be given responsibility and freedom. The respondent further 

thinks that communication is one of the key ingredients in a successful out-

sourcing relationship: “It is about communication, the amount of communica-

tion and that there is true communication.” Another important ingredient is 

that the team members have a feeling of safety: “That the team knows that 

failure is a road to success in a way; that it is ok to talk about failures.” More-
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over cultural aspects influence how the outsourcing relationship is perceived: 

“That you make them feel equally valuable and that they get a sense of 

contributing.” Finally the respondent mentions the importance of face-to-face 

meetings: “It is incredibly important to get together. It is not enough to run 

different communication software tools or e-mailing but you have to get a 

feeling for the person and that you like each other; to have a real relationship.” 

In other words building relationships face-to-face facilitates communication at a 

distance. The respondent relates successful projects with a high degree of 

cooperation. The following quotation exemplifies this: 

 

Cooperation is about a lot of presence. In successful projects there is 

usually a high degree of cooperation. It is tight. Compare with Scrum 

and agile practices that prefer that the team should sit in the same room. 

During outsourcing it is the opposite in a way. That is the great difficulty 

and that is what it is about, human relationships. 

 

The respondent was anxious to create a feeling of being one team, removing 

feelings such as ‘we and them’. There should be team spirit, and transparency 

between the involved parties, that is, things should not be hidden but be open 

and visible. The respondent’s positive experiences of the relationship with the 

client and the captive centre can be summarised in the following characteristics: 

openness, trust, relaxed, safety, flexibility, good working climate, good dialogue, 

and mutuality, or in the respondent’s words: 

 

Our relationship with the client was pretty informal. We had a very good 

relationship, very relaxed relationship, great confidence. So this was 

perhaps the reason why we had few formal reports and things like that. 

We had collaborative meetings and during these we talked about 

everything. Great openness symbolises how we worked and with very 

close contact. They appreciate us because we can be flexible, we were 

not impossible in any way; if we wanted to change something then we 

did. We were pretty solution-focused. 

 

It has been really important to have a good relationship with the team 

that is left here, to have an open and positive dialogue with the [scrum 

master] and there are few others down there [captive centre] who have 

more or less responsibility for different things. So we must believe in 

having a good dialogue, trust and mutuality as well. 
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Information systems 

Because of the many IS user aspects, the respondent struggled for an outsour-

cing to a geographically close country. The choice of transferring to the captive 

centre in the Czech Republic was also a result of cultural proximity and the 

relatively short travel distance. The characteristics of the system need to be 

considered during transfer planning:  

 

[T]here is a huge difference if this group of people in the other country 

can do something from scratch because then it is their own code, but if 

you want to get acquainted with one million lines of old code it becomes 

a completely different thing and that you have to take into account. 

 

The many IS user aspects of the system was one of the main reasons why the 

transfer was assigned one year, compared with ordinary transfer time, which is 

three to six months. The respondent mentions that they had planned for a 

transfer period of two years in the offer. However, the client requested one year 

transfer. Having some distance to the transfer the respondent think that it 

would have been better with a fifty/fifty business (compared with 5-22) during 

a period as it is difficult to learn the CM system in one year.  

 

Another aspect related to the outsourced system was a fear of staff turnover at 

both the onsite unit and the captive centre but especially at the captive centre. 

The respondent estimates that it takes four to five years to learn the CM 

system. Consequently, it would be a catastrophe if those knowing the business 

and the system inside out should quit. To prevent staff turnover the respondent 

thinks that it is important to create a team feeling where the team members find 

pleasure in their work; that work is challenging but also instructive; that they get 

the opportunity to learn new technologies and have responsibility for different 

tasks or work packages. The respondent thinks that with responsibility follows 

a feeling of loyalty, which in turn is assumed to increase the likelihood that the 

team members stay in the firm. 

 

According to the respondent, the decision to introduce Scrum was positive. To 

exemplify she thinks that cooperation has increased through Scrum. It has 

contributed to a more open and communicative atmosphere, which in turn 

contributed a feeling of being one team rather than two teams; a ‘we feeling’. A 

project homepage was introduced, which everyone was encouraged to contri-

bute to. The project homepage became one of the main channels for sharing 
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project related information, for example, transition related information and 

sprint lists were published on the project homepage. Further, an ICT tool was 

introduced, which facilitated communication between team members despite 

the geographical distance.  

Interaction 

Communication was important throughout the process. During the evaluation 

phase the respondent shared information with the employees at the depart-

ment. It was an insecure period for the employees since they did not know if 

they would lose their jobs in the near future. So from this point of view it was 

really important to communicate and inform people of what was going on. As a 

line manager she thinks that it was important to talk about outsourcing in 

positive terms:  

 

[…] outsourcing is something that we have to do and we have to do it 

successfully so that we get more assignments. It is our lifeline not our 

death. Being in a leading position […] I have tried to convey, yes, that it 

is something positive, that it is fun, and that it has been nice when they 

[captive centre] have been here.  

 

Communication and information distribution took place throughout the pro-

cess via different kind of meetings, phone calls, and different investigations. 

The respondent mentions that the system management team “[…] often has 

contact with the client. They make calls and sometimes they sit in phone all day. 

There are lots of different meetings; requirement meetings and different investi-

gations.” As a line manager the respondent emphasised the importance of 

information sharing (using the project homepage), communication and availa-

bility rather than producing formal documents. 

Management 

The respondent commented on the workload during the transition phase. At 

the same time that the transfer was going on, Scrum was learnt and the IS 

supplier increased their product maintenance portfolio by taking over another 

product from the client. The respondent described it as a very tough period 

where they had to consider requirements from different persons; on the one 

hand they wanted to satisfy the internal project orderer, on the other, the users 

of the CM system. Because of these aspects the respondent questions if the 

transfer could be seen as successful. The client is satisfied but it was at the ex-

pense of people in a way. A positive thing is that the transition phase took place 
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during a relatively long period, which made it possible to implement the trans-

fer gradually: “There was no big bang.” 

 

The transition phase meant a period of learning for the team at the captive 

centre. As the transfer was conducted in parallel with the ordinary work it was 

important to reflect this in the estimations, that is, expected time for different 

work packages. After a while they also realised that the time required depended 

on the requirements that were included in a project. Purely technical solutions, 

that is, solutions not including user interface or requiring process knowledge, 

were managed and implemented beyond expectations. As soon as the solution 

required some process knowledge, however, problems were encountered. 

 

To succeed it is important that all team members, including the team members 

at the IS supplier’s onsite unit and the captive centre, share a feeling of respon-

sibility, that everyone envisions a satisfied client as the result of project deli-

veries. The respondent states: 

 

[…] what I was trying to convey, both here and there [captive centre], 

was really the client-focus in some way, to be service-minded, to under-

stand that there are a lot of users out there, to make them feel proud of 

this. […] it is that you are committed, to show a commitment and that 

you show that you think it is important.  

 

To accomplish this, the focus in general was on how the team members should 

work; they should work with Scrum, they should meet face-to-face as often as 

possible and the team should be characterised as communicative. As a line 

manager, the respondent emphasised a work environment characterised by 

openness, communication, happiness and positive attitudes: “[…] so you try to 

be open, I try or have always tried to communicate a lot to everyone and to be 

pleased, tried to bring out the positive things.” Formally, the directive was that 

English should be the common language used, the project homepage should be 

used for sharing information, distance communication should be facilitated 

through telephone conference tools and as many as possible should be involved 

during meetings. When possible, the team should get together after working 

hours to socialise. To be open and delegate responsibility to team members are 

two important skills for a manager during outsourcing. The aim is that the team 

members should have a positive attitude towards work and the respondent 

thinks that the team has reached pretty far. It is open and there is a positive 
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attitude. Personal visits at both the captive centre and the IS supplier’s onsite 

unit have contributed this feeling.  

 

The systems management team at the IS supplier’s onsite unit had a wish to re-

main in the control of the projects. The respondent’s explanation is that the 

system management team perceived itself as the client’s main communication 

interface and wanted it to continue in the same manner. In practice, this was 

articulated during sprint demos, for example. To keep the control of im-

plementation and project delivery, the team at the captive centre held a first 

sprint demo for the system management team. The respondent thinks that this 

way of working was because the system management team could then control 

what had been implemented before the delivery was presented to the client.  

 

When it comes to management, the respondent thinks that commitment is im-

portant together with trust, delegation of responsibility, and communication of 

goals. As a manager you cannot be involved in everything; rather it is important 

that the people feel that they have responsibility for some things. This is one of 

the ingredients in creating trust. 

 

One of the main differences of being a manager of a project where the team 

members are spread among geographical locations, compared with an internal 

project, is that you cannot have control of everything. One of the difficulties in 

this case is that the main responsibility for managing the project has remained 

at the IS supplier’s onsite unit. The scrum master at the captive centre should 

be responsible for the sprint. However, the overall project manager feels that 

she needs to control sprint progress as the onsite unit is responsible to the 

client. When the team is located in two different countries, it is difficult with 

quick check-ups. Communication is sometimes difficult since English is not the 

native language for either of the parties, so there are misunderstandings now 

and then. 

 

The respondent thinks that it is important for a manager to care about the re-

lation between the onsite unit and the captive centre. Above all it is important 

that the relationship between the scrum master and the system management 

team is fruitful, trustworthy and mutual. Further, it is important that the team at 

the captive centre is invited and involved in different activities. 
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Outcome 

The respondent thinks that a successful project is often discussed in terms of a 

satisfied client. And in this case the client was satisfied. 

 

In the transfer project, the focus was on realising a distribution of five persons 

at the IS supplier’s onsite unit and 22 persons at the captive centre within one 

year. The RFQ included the requirement “with kept quality” which is measured 

in number of change requests. The number of change requests was frequently 

evaluated. The respondent states: 

 

What mirrors the quality […] is thus the number of change requests after 

we have made a release. So when the number increased we made a so-

called root cause analysis and actions were taken. In a way the success 

condition was that we followed the plan while maintaining quality. 

 

The respondent describes the transfer as successful with regard to the existing 

prerequisites; relatively short time period for the transfer and the complexity of 

the system concerning both process and business knowledge. The respondent 

thinks that it is important to be straight with the client and discuss what results 

can be expected with given prerequisites. A good dialogue with the client 

should thus be in place. 

Behaviour 

The respondent could sympathise with the team at the captive centre since 

many team members were young and had just finished their undergraduate 

studies. She thinks that “the experience of working in projects, what it means to 

take responsibility and to have enough self-confidence to dare question things 

should not be undervalued.” 

 

At the beginning of the transfer some people at the onsite unit felt uncertain 

and questioned that meetings should be held in English and that they should 

communicate with the team at the captive centre every day via telephone con-

ference and so on. This feeling of uncertainty, however, grew into something 

normal after a while. 
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Line manager at IS supplier firm: captive centre (respondent CC15) 

The respondent had the position of line manager at the captive centre during 

the transfer. Later on the respondent became service unit manager and the 

project manager (respondent CC16) took over his position as line manager.  

 

The respondent describes himself as having organisational responsibility during 

the transfer. He handled things such as salary, technical environment and staff 

related things. Managing staff included the responsibility to find employees with 

the right competence, ensure that they received the right training and that they 

were satisfied. Further, he was responsible for budget and proper flow of cost, 

namely what costs should be charged to the captive centre and what costs to 

the onsite unit. 

 

As a line manager his main communication interfaces at the onsite unit were 

the line manager and the sub business unit manager. The discussions often 

concerned budget-related things or resource management. The respondent’s 

overall involvement and responsibility during case SysDev and in the ISOP are 

depicted in Figure 5.13. 

 

 

Figure 5.13: Captive centre line manager’s (CC15) overall involvement and responsibility in 

the ISOP 

Environment 

The respondent mentions the geographical location of the captive centre in 

relation to the IS supplier’s onsite unit as one reason why it was chosen as a 

partner in this transfer. Geographical closeness makes it easier to travel to each 

other if the need arises to solve something face-to-face. 
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Atmosphere 

He believes that what makes this outsourcing relationship successful is com-

munication and good conditions for daily and face-to-face communication:  

 

In this project we spent a lot of time together. Because of direct com-

munication face-to-face, you develop a kind of informal relationship. 

You can imagine the face expression of the other part when you talk via 

phone or e-mail. This is a big difference compared to if you only have 

met someone in virtual space. 

 

He adds:  

 

I think that the most important thing for us was to meet in person and 

especially the possibility to informally discuss all our common problems 

or tasks outside the firm premises. This is the way to create good rela-

tionships. 

Contract 

It was agreed that the responsibility for the main parts of the CM system should 

be transferred. The respondent describes the deal as a cost effective solution 

and a way of obtaining the right competencies. It was important that the captive 

centre could ensure the same quality as before the transfer. 

Interaction 

The respondent says that the problems experienced during the transfer were 

related to the IT environment, such as security problems, and language. The 

knowledge of English among the team members at the captive centre was 

sometimes felt to be too low. He thinks that if someone wants to explain 

something in detail it can be difficult. This may be a risk if they discuss directly 

with the client and if they do not understand what the client wants. He adds, 

however, that many problems were eliminated because they met together face-

to-face. 

Management 

The project needed a wide area of competences because of the characteristics 

of the CM system. In his role as a line manager, he had to ensure human 

resources. There were a lot of discussions concerning employment of people 

during the transfer period. He had to solve daily issues concerning competence 
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and development. He also put effort into persuading the employees to continue 

in the project, because it took about six months before the team members 

learned the system. He explains:  

 

Now we must look after our staff and observe so that the team is satis-

fied so that the team members don’t leave. For long-term and large pro-

jects it is very important to talk about employees’ feelings, plans, and 

future career plans. 

 

Thus, good conditions from a social point of view are important to make the 

staff stay in the project. One way is to socialise outside work and he describes 

that the present line manager brings his staff on team buildings activities a 

couple of times a year. They stay together and discuss other things than work. 

When arranging project sub teams, they try to organise the teams so that 

persons with common interests are in the same team, thus creating a good work 

environment.  

 

As a project manager you should define the responsibilities and competences 

that should be transferred. The project manager is responsible for daily me-

etings (scrum meeting), for scheduling training activities during the transfer and 

for preparing weekly and monthly reports. Further the project manager should 

check with the team about daily work and check that the project progresses as it 

should.  

 

In the beginning of the transfer there was a project manager both at the onsite 

unit and the captive centre. The respondent explains that the two project 

managers talked to each other on a daily basis and spent much time together, 

which he finds a fruitful way of working.  

Behaviour 

The respondent values openness and information sharing in an outsourcing. 

Information sharing should include positive issues but also address the risks 

connected to an outsourcing. He further thinks that it is important to re-use 

examples and experiences from similar cases of outsourcing. 
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Overall project manager at IS supplier firm: onsite unit (respondent S10) 

The respondent worked as a project manager before and during the transfer. It 

is the first transfer that she has been involved in. The transfer was executed in 

parallel with the on-going business and she did not receive any added responsi-

bility during the transfer. 

 

As a result of the transfer her role was changed and she became an overall pro-

ject manager, administrating and following up project implementation and 

project budget. Besides project administration her work includes supporting the 

captive centre. She takes part of the daily scrum meeting, which makes it 

possible for her to control project status, and is available for questions. The 

respondent’s overall involvement and responsibility during case SysDev and in 

the ISOP are illustrated in Figure 5.14. 

 

 
Figure 5.14: Overall project manager’s (S10) involvement and responsibility in the ISOP 

Environment 

The respondent’s experience of working with the captive centre is the dif-

ference in management approach. The captive centre has a more hierarchical, 

top management approach, which is believed to be a result of cultural heritage. 

 

She emphasises the importance of a technical infrastructure that meets the 

technical requirements necessary to succeed with a transfer. In other words, she 

thinks that the captive centre should be able to perform work without having to 

worry about the technical conditions.  

Atmosphere 

The respondent thinks that openness is important in an outsourcing relation-

ship. With openness she means that everything can be discussed without con-

straints, from implementation suggestions to decision making. Her experience 
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of the relationship with the captive centre is that it has become more and more 

open as time has passed. Face-to-face meetings, cooperation and joint decisions 

have contributed to the creation of an open climate. She talks about one team 

with a high degree of interdependence.  

 

Further she describes a good outsourcing relationship characterised by trust and 

business understanding. It is important to have knowledge about the client’s 

business as well as the outsourced system: its purpose and how it is used. Trust 

is recognised as responsibility delegated and by mutual trust. When outsourcing 

to another country she believes that conditions such as geographical distance, 

cultural compatibility and language are important to consider. In this case work 

was transferred to an east European country, which facilitates travelling and is 

believed to contribute cultural compatibility. English is the common language 

and it is important that everyone reaches the language level agreed on. Mis-

understandings and increased workload for some persons could be the result of 

language problems, the respondent thinks.  

 

One decisive condition of the transfer success was the recruitment of talented 

and competent persons at the captive centre. She mentions one person, in parti-

cular, who had the required qualifications for managing a transfer. She explains 

that he had the strength and capacity that was required. In the long run, how-

ever, it is important to encourage different persons to take leading positions so 

that responsibility is distributed among several persons, thus avoiding being 

dependent on one person.  

Information systems 

The respondent describes the agile way of working with Scrum as a success 

condition in itself. She thinks that it forces you to meet continuously (even if it 

means virtually) to discuss problems and project progress, for example, during 

the daily scrum meeting. For the team members at the captive centre Scrum 

introduced a different way of working that influenced the degree to which the 

team members at the captive centre embraced the method in the beginning. In 

this case English was not the native language for either party, which influenced 

how the team members actively participated during the daily scrum meeting. 

The respondent believes that the team members at the captive centre were not 

always comfortable with discussing in English, which resulted in a sort of 

resistance to the way of working with Scrum.  
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Management 

The respondent explains problems related to the fact that one and the same 

person held different roles. Besides the role as a project manager the same per-

son was the technical leader, the line manager and in a way the scrum master. 

The reason for the numerous roles is, according to the respondent, the person’s 

great technical knowledge and that he is a very competent and ambitious per-

son. He was a key person during the transfer as he possessed both the technical 

knowledge and managerial skills required to motivate the persons at the captive 

centre. Even if she refers to this person as a key to the transfer success, she also 

acknowledges the problems connected with one person managing so many 

responsibilities.  

 

As a result of not setting up a transfer project, some people felt that they did 

not have the time to transfer knowledge in parallel with the on-going work. The 

respondent thinks that the prevailing conditions need to be reflected in the way 

the transfer is performed. In case SysDev there was no big bang. With this the 

respondent means that the transfer was done gradually and during a fairly long 

time. She believes that the idea of letting the team members at the captive 

centre learn the system by working in a real project is a successful way of trans-

ferring knowledge.  

 

Since the system management team is responsible to the client, the respondent 

thinks that they have to control project status in some way or another. The 

daily scrum meeting is a natural way of checking project status and at the same 

time persons at the onsite unit are available for questions.  

 

The respondent describes that the line manager has a huge responsibility 

communicating to the organisation why a transfer is made and what will come 

out of it. Otherwise it is easy to give up. The respondent’s experience is that the 

majority of persons stayed motivated and committed throughout the transfer. 

The reason she mentions is that almost everyone had worked with the CM 

system for many years and thus had a desire that everything should turn out as 

well as possible. Another motivating factor was the desire to be acknowledged 

as a good outsourcing partner, which in turn could lead to other assignments.  
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Outcome 

The accomplishment of the knowledge transfer was mutually checked, that is, 

both the onsite unit and captive centre should be pleased with the transfer. The 

knowledge transfer incorporated different activities such as hands-on training, 

education and delegation of responsibility. When these activities had been 

accomplished both units checked and agreed that the knowledge had been 

transferred successfully. The respondent describes the transfer as fairly success-

ful mainly because the client has not been affected as a result of the transfer. 

Yet, she thinks that the successful result is thanks to the great engagement 

among involved persons.  

 

The respondent thinks that the goal of the projects is to deliver the intended 

systems functionality. If they do not, it could be interpreted as a failure. How-

ever, in most cases the client is satisfied with their deliveries. The client is 

foremost interested in that the yearly budget is followed and that the agreed 

functionality is delivered. 

Behaviour 

Planning the transfer entailed taking part of previous transfer experiences. After 

the transfer a kind of follow-up was conducted. Even if the transfer was con-

cluded according to plan, it is difficult to measure if knowledge has been 

transferred completely or if it is even possible, the respondent concludes. To 

make sure that the knowledge transfer would be as good as possible the 

colleagues at the onsite unit met every week to discuss what had been trans-

ferred and if certain actions were necessary. Before these meetings they were in 

contact with the captive centre to check if they had any complaints or special 

requirements to smooth the knowledge transfer process. The respondent be-

lieves that system and programming knowledge have been transferred success-

fully. As a result of working with the system, the team members at the captive 

centre will become more and more experienced. However, client business 

knowledge is not easily transferred, as the respondent points out:   

 

I and many with me have worked in this business for 15-20 years and the 

resulting knowledge and experience cannot easily be transferred but is 

something that needs to be experienced. And it is difficult to measure 

when that is done. 
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To increase business knowledge it is important that the team members at the 

captive centre are included in activities that involve the client. This also applies 

to prestudy work, such as working with IS user requirements. If client business 

knowledge is gained, better system functionality can be produced.  

 

Project manager at IS supplier firm: captive centre (respondent CC16) 

For the respondent this transfer was the first experience of outsourcing. He 

started as a designer in the firm and after some years he became project ma-

nager. Today he works both as a project manager and a line manager. In his 

position as a line manager, he deals with staff issues. Most of his work is, 

however, related to project management. As a project manager his main tasks 

are to ensure resources for the project and manage technical problems. During 

the transfer he worked both with development and project management, 

training and leading the other team members during the development. He says 

that his dual role was “to accomplish a successful transfer.” As a result he had 

personal contact with persons at both the technical and the management level 

at the onsite unit; from developers and database specialist to project manager 

and line manager. 

 

He communicates with team members at the onsite unit on a daily basis, mainly 

with the system manager and the requirement manager. Communication 

concerns technical issues and project related problems. He finds communi-

cation easy as he regards them as his colleagues. Technical issues are sometimes 

discussed with people in the client firm. The respondent’s overall involvement 

and responsibility during case SysDev and in the ISOP are depicted in Figure 

5.15. 

 

 
Figure 5.15: Project manager’s (CC16) overall involvement and responsibility in the ISOP 
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Atmosphere 

The respondent mentions a good team as a success condition in outsourcing. A 

good team, he says, consists of ambitious and engaged persons that want to 

study new things and are not worried by changes. Team spirit, willingness to 

help each other and a shared feeling of wanting to achieve the project goal are 

further features of a good team. The perceived strength in the relationship with 

the onsite unit was that they were one team from the beginning, not two teams 

as can be the case in outsourcing. He believes that the relationship has become 

friendlier and the communication level has changed as a result of time passing. 

Information systems 

Due to the complexity of the CM system, the respondent had some bad 

feelings about the transfer. He says: “The product is a huge and complex 

system. But the transfer went very well, although in the beginning I was worried 

because of the systems’ complexity.” He thinks that the transfer success was 

partly achieved through their daily communication. 

Management 

In his role as a project manager his knowledge of system implementation has 

been important. Since he started on the project as a designer, he has had the 

privilege to learn how the CM system was implemented, which made it possible 

for him to understand the system from the designers’ point of view.  

 

He describes his duties as general project management work, thus no difference 

due to geographically dispersed teams. He has to ensure and plan resources for 

the scrum team and ensure that the project progresses according to time 

schedule and project goal. He also thinks that it is important that problems are 

raised at an early stage. Problems have to be solved, not hidden, he explains. So 

part of his work is managing problems to avoid unpleasant surprises later on in 

the project.  

 

Even if solving technical problems is not formally part of his responsibilities, he 

always tries to solve them or he makes sure that someone else does. He men-

tions that they have had some problems with the technical infrastructure, in-

cluding difficulties with accessing servers. 

 

He describes his management approach as based on friendship and he tries to 

create a good team. His wish is to create an environment where team members 
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help one another naturally. As project manager he tries to motivate the team by 

being a friend and helping the members with both personal and technical 

issues, and stresses the importance of keeping up a good team spirit. 

 

A good plan is a prerequisite of successful outsourcing. A transfer has to be 

managed as a project with a plan divided into steps and periodical follow-ups. 

Since the CM system is a complex and huge system, the transfer of competence 

and responsibility for the system took place in steps. The transfer was 

monitored based on a checklist of applications and responsibilities that were to 

be transferred. The respondent thinks that risk monitoring is vital. 

Outcome 

The respondent assesses the transfer as successful because they did not en-

counter any major problems and the client is satisfied. Moreover, they reached 

the transfer goal, which basically was to obtain 22 team members at the captive 

centre at the end of the transfer. 

 

System manager at the IS supplier firm: onsite unit (respondent S8) 

The respondent has been working with the CM system for four years and has 

experience from three different cases of outsourcing. As a system manager he is 

involved in technical decisions regarding the system. His work entails making 

sure that requirements included in a project are not in conflict from a system 

point of view, deciding which system platform and application server to use, 

making sure that new functionality is delivered with expected quality, and 

sustaining and improving test environments.  

 

He was not involved in the transfer from the beginning but began as system 

manager in the middle of the transfer. His role during the transfer was to make 

sure that the transfer was completed, which meant checking that responsibility 

for different system areas had been transferred to specific persons at the captive 

centre.  

 

During the monthly sprints, he works continuously with things related to the 

system’s technical environment. Besides this, he reviews implementation pro-

posals, supports the team members’ development work and is involved in the 

deliveries of new functionality. He participates in the daily scrum meetings and 

the monthly cooperation meetings. Discussions concerning technical issues and 
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problems are held with the client sponsor and the IS users. At the captive 

centre the scrum masters and the line manager are primarily persons of contact. 

The respondent’s overall involvement and responsibility during case SysDev 

and in the ISOP are depicted in Figure 5.16. 

 

 
Figure 5.16: System manager’s (S8) overall involvement and responsibility in the ISOP 

Environment 

The respondent emphasises the importance of a well-functioning technical 

infrastructure that should be present as the transfer starts. Experiences show 

that problems related to the technical infrastructure could otherwise hamper 

development work.  

Atmosphere 

The respondent thinks that a good outsourcing relationship is characterised by 

seeing each other as colleagues, sharing responsibility, having an open dialogue, 

and solving problems together. As the relationship with the team members at 

the captive centre has become more matured more responsibility can be 

transferred.  

Information systems 

It is important to find a way of working that suits all parties involved in the out-

sourcing. The respondent describes that they have tested different ways of 

working to find a solution that pleases both the team at the captive centre and 

the client as well as the IS users. Today, they run two sprints in parallel, one for 

development and one for testing. This result is that the development team gets 

more time for development and the client gets the possibility to perform accep-

tance tests for a longer period.  
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To increase the knowledge level of the team at the captive centre different per-

sons perform different activities for different sprints. He explains:  

 

At the beginning it was rather static, two to three persons who took part 

of the requirement analysis, but now it is more flexible. Now it is the 

scrum team who decides which person is most suitable for analysing a 

requirement. So now it is very dynamic, different persons. It is also a way 

of increasing the knowledge level of the whole team. You don’t want just 

a few persons that have a talent for analysis.  

Interaction 

The respondent’s experience is that communication is less effective when you 

cannot meet and discuss face-to-face. He says: 

 

When you communicate via a media, you only discuss what is important. 

When you meet and discuss in the corridor, you almost always discuss 

something more than just the intended, which may mean that you 

discover other problems or solutions. Thus, you lose something im-

portant when not communicating face-to-face. 

 

Another consequence of being geographical dispersed is that you do not reach 

the desired level of creativity. Often the discussions are in the form of question-

answer, thus rather poor as the respondent puts it. Consequently, the respon-

dent thinks that it is important to meet face-to-face so that you build a personal 

relationship, not just a relationship based on business. 

Management 

The respondent describes the long period of the transfer as a result of the 

characteristics of CM system. It is important to have a long transfer period so 

that the persons involved in the transfer can acquire support when they 

encounter new situations and problems related to the system. In this case, the 

CM system is big, comprises many parts and is complex as well as business 

critical, that is, it has to be up and running 24/7. Further, it is not just about 

understanding code but also about understanding processes, how the client 

works and how users apply the system. When you outsource a system like this, 

the respondent thinks that it is important to consider systems characteristics 

during the transfer. In this case they started by controlling work done by the 

captive centre at a fairly high level. However, it is important to him that the 
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team members are given responsibility as the transfer goes on and in addition, 

that the task of controlling their work is reduced. This is a way to show trust.  

 

The transfer of knowledge and responsibility should be checked with the 

person receiving responsibility. By following this way of knowledge transfer 

each person can confirm that knowledge has been transferred successfully. To 

learn the system the respondent thinks that it is important that the receiving 

persons have the possibility to start working with the system as soon as possible 

as part of the transfer. For a transfer to succeed, experience shows that the 

sending side must be prepared for the transfer. Thus, they must receive 

information about the transfer long before the transfer starts. If the sending 

side does not mentally agree to transfer their knowledge, transfer will be 

unsuccessful in his experience. 

 

To have less control is also something that you have to get used to in an 

outsourcing. It is difficult for the persons at the onsite unit to have complete 

control, even if they would like to since they are responsible to the client. It is 

difficult to evaluate project status when you do not know the structure of work, 

which comes with the development team’s geographical distance from the 

onsite unit. To succeed, a high degree of openness needs to be practised where 

everyone discusses problems, how far you have reached in comparison with 

estimates and if there are any barriers for meeting delivering dates.  

 

The respondent’s experience of this transfer is that it has been important to 

have a leading figure in place from the start at the captive centre. Someone who 

takes responsibility and can lead the team especially as many team members 

were young without any experience of working with a system like the CM 

system. As the team members become more experienced, it is, however, 

important that other persons get a position of responsibility. Otherwise the risk 

is that the team members become passive, especially in the presence of a strong 

leader.  

Behaviour 

The respondent’s experience is that it is easier to succeed with a transfer if you 

have engaged persons at both the sending and receiving unit. The persons must 

be in the positions they want to be to perform the transfer.  
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There is a concern for staff turnover. The respondent explains that so far they 

have been lucky as not that many persons have left the team at the captive 

centre. One way of ensuring that team members choose to stay in the firm is to 

give them the personal development opportunities. The respondent thinks that 

one way to accomplish this is by using as new technologies as possible. This 

includes the latest Java version, web technology, and so on. He believes that by 

being in the technical forefront, the team members find it stimulating and this 

contributes to personal development.  

Organisation 

The respondent thinks that it can be difficult to really understand and imple-

ment the CM user requirements. This is because the system has about 34, 000 

users and it is impossible to have contact with everyone. Instead they have to 

rely on the client, reference groups, and so called super users and their collected 

experiences of using the system in production. Besides, there are persons at the 

business level, who perhaps do not use the system but have demands on what 

to implement or not.  

 

System manager at IS supplier firm: onsite unit (respondent S9) 

During the transfer the respondent worked as system manager. He has worked 

with the CM system since 1999, mainly in the position of system manager. The 

position system manager remained unchanged and is a position kept at the 

onsite unit, thus not affected by the transfer.  

 

As a system manager he was responsible for the system architecture making 

sure that structural requirements, the system description, and the agreed road-

map were complied with. His main task during the transfer was consequently to 

share overall systems knowledge with the new team members at the captive 

centre. He further describes his role during the transfer as active, continuously 

checking with the responsible persons how the transfer progress was going and 

if design work fulfilled use case specifications.  

 

Having expert knowledge of how the CM system is architecturally structured, 

he had a central position during requirement analysis. Together with the 

requirement manager, he communicated a lot with the client and the users of 

the CM system during requirement work. This client contact was necessary to 

decide on the requirements that should be formulated as use case specifications 
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and thus implemented. The system manager’s overall involvement and 

responsibility during case SysDev and in the ISOP are depicted in Figure 5.17. 

 

 
Figure 5.17: System manager’s (S9) overall involvement and responsibility in the ISOP 

Environment 

As a result of the transfer they have to deal with different cultures. The respon-

dent thinks that it has been problematic for the colleagues at the captive centre 

to adapt to the agreed way of working. The agreement says that work should be 

done using an agile approach; more precisely Scrum should be used as a joint 

way of working. In Scrum the team members should be active and talkative and 

the scrum master should be their coach. The experience is however that the 

scrum master at the captive centre has rather taken the role as a project 

manager and work is delegated to the team members. The respondent’s expe-

rience is that the team members are a wary regarding taking decisions and 

discussing problems, especially when someone in management position is 

present. To exemplify, encountered problems are seldom discussed during 

scrum meetings. Instead, people wish to discuss problems person to person. He 

explains this as a result of having respect for managers and higher authorities, 

which is common in east European cultures. The difference in the way of 

working, which is mainly evident in differences relating to the respect for 

hierarchy, is experienced by the respondent as one of the big challenges of the 

transfer.  

 

Another issue that proved to be problematic during the transfer relates to the 

technical infrastructure. The respondent explains that there are different 

requirements that have to be followed when moving things from one country 

to another country. However, development environments and test environ-

ments need to work immediately as the transfer starts. Hence it follows that the 

technical infrastructure must be managed in a proactive manner. 
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Atmosphere 

The respondent describes a good business relationship as open and charac-

terised by total honesty. He exemplifies by describing their relationship with the 

client: 

 

They can question us and we can question them, make demands on each 

other, question decisions, we contribute to improvements, which is very 

much appreciated. We say when we think they are doing something 

wrong and give suggestions for improvement. […] Very important to 

have openness and honesty.  

 

To reach an open and honest relationship everyone must contribute. The 

respondent thinks that team members at the captive centre need to be more 

active during development work because this is important in building a trust-

worthy business relationship. Further, information needs to be shared so that 

project status can be controlled and the quality level of the new functionality 

can be evaluated before it is delivered to the client. On a more private or 

informal level, the respondent experiences the relationship as good. He thinks it 

is a result of the different team building activities that were carried out during 

the first personal visits:  

 

Everyone tried to welcome them in a good way and they became part of 

the team pretty quickly. We took them on different activities and vice 

versa. When we visited [captive centre], we conducted team building 

activities where we tried to reach a relationship level that builds on 

something more than just telephone and online chat. It feels as we have 

succeeded with that part. 

 

He further thinks that it is important to see all persons involved in the out-

sourcing as equivalent and that no one should be blamed for taking someone 

else’s job.  

Information systems 

The CM system has influenced the transfer in the way that it is a system used by 

thousands of users. As the persons at the captive centre have little knowledge 

of the client’s business, they lack an IS user perspective. Consequently, it can 

sometimes be hard to understand certain functionality and how it is supposed 

to work. The respondent thinks further that the complexity increases as they 

have to regard different client representatives, the client and the users of the 
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system. Requirement management therefore takes a lot of time. Sometimes 

requirements are changed and occasionally the client is satisfied but not the IS 

users.  

Interaction 

In his role as system manager he does not think his work is so very different 

before and after the transfer. One practicality resulting from the transfer is that 

if you need or want to talk to a developer, you have to use the telephone. Com-

munication was easier before the transfer, partly because the colleagues were 

sitting nearby, partly because communication could be done in the native lan-

guage. The respondent thinks that if you cannot talk in your native language, 

the risk of misunderstandings increases.  

 

Respect for the management may produce passive team members. Another 

possible explanation for passivity, the respondent thinks, is related to language 

and that conversations are made in a non-native language: “That is also a 

threshold and then they also become more passive. If you know that you are 

not so good at it, then you are not as active […].” In this relationship the com-

mon language is English. The team members at the captive centre are not so 

used to the English language since it is not a language that they come in contact 

with in everyday life. Since the IS supplier’s onsite unit is responsible to the 

client they always aim at qualitative deliveries. System documentation, produced 

by the captive centre, will be available for thousands of IS users and 

consequently it is important that it is understandable. This has resulted in an 

ambition to review documentation before it is delivered to the client.  

Management 

The overall experience from the transfer is that you have to start small to be 

able to aim high. The respondent explains that you have to start with the less 

complex requirements to learn the system. He gives the following example: “If 

a requirement involves changes in ten different modules, then it becomes really 

difficult for the receiving team to know what will happen in all ten; it is easier to 

focus on one.” So the ambition, and what was also planned for, was to begin 

with less complex requirements. However, it turned out not to be the case. 

Instead, there were really complex implementations from the beginning as a 

result of the system receiving new users who had several system requirements. 

The respondent says: “So instead of focusing on one or two modules in the 

system, they had to understand the complete system in their first project.” And 
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it was not just that the CM system is complex most of the team members at the 

captive centre were young with no or little experience.  

 

The consequence of aiming high from the start was that the receiving party did 

not get a desired level of training before they had to jump into a real project. 

Then of course problems will arise. The respondent thinks that implementation 

is one thing but you also need to know why you implement in a certain way. In 

this case the big problem was that the receiving team members had not enough 

knowledge about the client’s business. The respondent explains: 

 

They have not had the privilege to be actively involved in the client’s 

business as many of us have through onsite assignments, support and we 

have seen how the product is used. It could possibly have been im-

proved if you had conducted a real transfer, that you have had time and a 

budget dedicated for the transfer, and that you could check that things 

have been transferred without interruptions. 

 

To avoid risks such as the one described above, the respondent recommends a 

carefully performed risk analysis where risks are identified and actions taken.  

 

He believes that managers, such as line managers, top management, HR 

managers, and the type of leadership are of great importance during a transfer. 

The respondent comments: “Whether the transfer is successful or not depends 

on how motivated and committed the persons performing the transfer are.” In 

cases like this it is the managers’ responsibility to motivate their staff, for 

example, by explaining what will happen after the transfer and by being realistic 

in communicating that it will be an emotionally tough period. “You cannot be 

that motivated if you will lose your job.” Of course it can be difficult to 

motivate people in situations like this but the respondent believes that honesty 

is important. Moreover, it should be explicit and formal. A careful transfer plan 

should be present and complied with. The transfer plan should include a 

checklist of things that should be transferred. The transfer is not finished until 

all points have been checked. Otherwise unrealistic expectations can arise about 

what the receiving party should be capable of performing. The respondent 

believes that if they had set-up a transfer project it would have solved some of 

the problems encountered. Now the transfer was done in parallel with the on-

going business, which made it sometimes problematic to prioritise the transfer 

activities. If there had been a transfer project, a project manager would have 

been assigned to make sure that the transfer was implemented.  
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As a manger of projects like this, where parts are outsourced, the respondent 

thinks that above all you have to work extra on communication, honesty and 

cultural differences. He thinks that to understand cultural differences meeting 

the persons that represent the receiving unit is necessary. Communication is 

important since it is the team members who know best how progress is going. 

The information given by the team members is then used to check if the project 

status is in accordance with the current plans. The project manager at the onsite 

unit has great knowledge about the system, which consequently means that she 

can decide how far the team has reached just by looking at the implementation. 

The difficulty lies instead in the creation of moments for verification. As they 

are in different locations, she mainly has to rely on the spoken word and since 

the team members are rather silent, this is a problem. Or perhaps they say that 

they are on track but they are not. Then it is really difficult to trust them. As a 

project manager it is important to be able to trust the team members. The idea 

of a project manager is not that you should have to control what the team 

members have done. 

 

As it is difficult to have a project manager in a different location than the team 

members, this has been solved by relocating the project management to the 

captive centre. However, the former project manager still acts as an overall 

project manager controlling that the project runs as planned. The main reason 

for keeping an overall project manager at the onsite unit is that they are 

responsible to the client and thus want to have some control of the projects. 

Another reason mentioned by the respondent is that the people at the onsite 

unit have worked so long with the system that they feel as if they own it.  

Outcome 

From a client perspective the respondent believes that the transfer was 

successful on the grounds that the client was not affected at all, which perhaps 

is most important. From an internal perspective his opinion is that it could have 

been much better. In a way he thinks they did all right, but this was thanks to 

people’s engagement, both at the onsite unit and the captive centre. This 

engagement made it possible to deliver on time despite changed requirements 

and an on-going transfer. It was an enormously tough and stressful period, 

according to the respondent.  
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Behaviour 

To be successful in an outsourcing, the respondent thinks that you have to 

learn about the country that your future business partner is located in. More 

precisely, you need to learn how people in this country behave and how body 

language should be interpreted. Further, it is important to learn about manage-

ment and whether it is hierarchical or democratic. Before the transfer, they 

prepared by engaging in similar activities. They read documents about transfers 

and outsourcing, took courses in understanding different cultures as well as re-

used experiences from previous transfers. However, the respondent thinks that 

performing transfers are problematic and even if you are prepared there will be 

problems.  

 

Requirement manager at IS supplier firm: onsite unit (respondent S13) 

The respondent has been working with the CM system since 1998 in different 

forms. During the transfer the respondent’s role included requirement manage-

ment, which was one of the responsibility areas that were not transferred. She is 

part of the system management team working above all with system require-

ments, but she is also involved in some design work. Since the system manage-

ment team is responsible for the projects and project releases, she also works 

with different reviewing activities. Further, she holds a controlling position, 

which includes monitoring how work is done; in this case that the method of 

Scrum is used.  

 

Before the transfer she conducted requirement analysis by her own and wrote a 

lot of documentation. This kind of work was transferred to the captive centre 

but she is available for discussing requirements. Her role during the transfer 

was to support the new team members.  

 

As a requirement manager she is involved in several meetings with the client 

and different reference groups representing the IS users. The main purpose of 

these meetings is to decide what requirements should be implemented and how 

they should be implemented. She is also involved in different meetings where 

project status, plans, and budget are discussed. The requirement manager’s 

overall involvement and responsibility during case SysDev and in the ISOP are 

depicted in Figure 5.18. 
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Figure 5.18: Requirement manager’s (S13) overall involvement and responsibility in the 

ISOP 

Environment 

The respondent thinks that it is important to seriously consider culture and 

cultural differences when you start cooperating with a partner located in 

another country. In this case her belief is that an east European partner was 

chosen because of similarities with Swedish work culture and the geographical 

distance. The respondent explains that availability increases since they are 

located in the same time zone. She has, however, experienced two specific 

difficulties related to culture: firstly, the difference in perceived importance of 

professional roles and positions and secondly, the difficulty in understanding 

the spoken word. She explains: “My feeling is that professional roles are rather 

important in [east European country] and that has been a cultural clash since we 

are pretty informal in Sweden. It is important what you call things.” 

 

She finds communication one of the keystones in a successful relationship and 

thinks that effective communication requires understanding the spoken word. 

She states: “[W]hat is absolutely important is how you learn to communicate in 

an efficient and effective manner, or in order to understand each other. And 

then of course culture is very important, how to interpret what is really said.” 

To succeed you need to find a way of working that fits both parties and the 

cultural heritage. It is important to give each other feedback and make sure that 

actions are taken with regard to the feedback. As an example the respondent 

describes how they are trying to promote the value of an open climate where 

you can discuss everything, such as problems and special requirements, without 

being afraid of being blamed. Further, a desire from the scrum team has been a 

higher degree of information sharing, so the members at the captive centre 

want to become more involved in what is happening.  
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Another problem that she mentions is related to the technical infrastructure and 

security aspects. Her central message is that it is important to make sure that 

the receiving unit has access to different applications so that the project can 

progress as planned.  

Atmosphere 

The respondent believes that a successful relationship is when you can deliver 

what is expected and that the delivery satisfies the client. To succeed she thinks 

that a relationship should be built on two main aspects: human relations and 

formalised guidelines. She explains:  

 

It is not enough with a formalised relationship based on documents. You 

get better outcomes if there is a balance between formalisation and 

personal relations. Documents must also exist. On a moderate level, but 

then you have to have an understanding of the business and give and 

take in discussions. If it is only documentation, misunderstandings easily 

arise. You have to talk. 

 

She believes that a certain degree of formalisation is a prerequisite to reach a 

successful outcome in an outsourcing. The form of this formalisation needs to 

reflect present culture and cultural differences. She exemplifies that she thinks 

the way of working may differ depending on if you outsource to an east 

European country or to an Asian country. The degree of formalisation should 

also be a result of the knowledge level among the team members. The 

respondent explains that they have to document requirement specifications in 

more detail than before. Basically, this depends on the fact that the team 

members at the captive centre are still novices in the specific business area in 

comparison with the majority of persons at the onsite unit.  

 

She continues as she thinks that it is important to have a common goal and 

continuously receiving feedback on the work conducted. Trust is another factor 

that marks a good relationship she thinks; that you can criticise and question 

things as well as being open when problems are experienced. You need to be 

able to rely on the other party and everyone should actively participate in 

discussions. Consequently, she thinks that the characteristics of the relationship 

in itself are vital for a successful outcome of outsourcing.  
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Interaction 

According to the respondent, communication is extremely important:  

Communication is really important in my opinion and we communicate 

every day, chat and e-mail, but it is not the same thing as communicating 

face-to-face. […] I believe that you have to go and visit each other now 

and then because then you get a different picture, you see how it is. 

Communication is perhaps the big cultural problem, to understand what 

they really are saying. 

 

Because English is not the native language of either party the respondent 

describes how they sometimes have problems understanding each other. In 

particular, she thinks that it is difficult to discuss and understand technical 

aspects of development work. Therefore she believes that language has had 

greater impact than she expected from the beginning. 

Management 

The respondent mentions the gradual knowledge transfer as something that 

contributed to a successful transfer. The big advantage she thinks is that they 

have done the knowledge transfer together, which in turn has contributed to a 

team feeling; “we have become a team”, she explains. The building of a 

personal relationship was also something that was emphasised and supported 

by the line manager. She believes that regular training modules during the 

transfer increase or stimulate the acquisition of knowledge among the team 

members at the captive centre. Further, it is important to evaluate now and 

then if the receiving unit has acquired the expected knowledge. This evaluation 

should preferably include discussions with those taking over different responsi-

bilities and thus not guaranteed by someone else. Besides training, it is im-

portant to meet at each other’s premises. The respondent’s experience is that it 

is not until then that an understanding of each other’s culture and way of 

working is reached. 

Behaviour 

As a result of the knowledge level increase among the team members at the 

captive centre, the respondent describes the risk of competence loss among the 

members at the onsite unit. She explains: “The risk when you are not involved 

in coding and designing is that we are losing expertise in this business area, 

which in turn affects the decision-making, that is, taking the right decision. And 

it is we who take decisions.”  
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The respondent has not experienced that anyone has objected to the transfer of 

knowledge. She believes that this is because both the IS supplier firm and the 

client firm are recognised as having a generous attitude to knowledge sharing.  

 

Maintenance discipline driver at client firm: IS user (respondent U3) 

As maintenance discipline driver the respondent has the main responsibility for 

maintenance of processes and tools in her business area. The CM system is part 

of her responsibility. 

 

The respondent has been a frequent user of the CM system since the late 1980s. 

Today she writes trouble reports on the system, monitors trouble reports, and 

educates users of the system. In her organisation she is the only one producing 

trouble reports on the system. When an IS user identifies a problem with the 

system, he or she contacts the respondent. The respondent together with the IS 

user then go through the problem and thereafter the respondent produces a 

trouble report.  

 

She describes herself as being rather involved in specific parts of the system. 

She is involved during improvement discussions and the decision process on 

what new functionalities should be implemented. Later, this information be-

comes input to the sprint planning. Generally, she is not involved during 

implementation work. Sometimes she is contacted, mostly on errands such as if 

requirements need to be reprioritised. Now and then, she takes part of accep-

tance tests and evaluates if the developed functionality meets the requirements. 

 

The respondent is part of a reference group where trouble reports are managed. 

The reference group may be contacted when different implementation alter-

natives are presented. The group’s opinion about which alternative is most 

preferable is then of great value. The respondent’s overall involvement during 

case SysDev and in the ISOP is depicted in Figure 5.19. 

 



 206 

 
Figure 5.19: Maintenance discipline driver’s (U3) overall involvement in the ISOP 

Atmosphere 

The respondent has experience from several cases of outsourcing. She believes 

that it is important to create a good relation with the outsourcing supplier. With 

this she means a relationship that is characterised by openness; that you dare to 

say if problems exist, and understanding. She thinks that the firm receiving and 

taking over responsibility for some products must understand what is required 

of them. To build a close relationship the respondent thinks that it is important 

to meet face-to-face.  

Interaction 

As a result of the transfer, the respondent describes that her informal com-

munication interfaces have been reduced. As a consequence she has to wait 

longer before she receives an answer to her questions. As she has the role of 

collecting the requirements that her colleagues have on the CM system, she 

communicates a lot with the product maintenance area manager. This is further 

a result of her long experience as a user of the system.  

 

The idea of having reference groups is, she says, a successful way of working 

and something that she has missed in other cases of outsourcing that she is, and 

has been, part of.  

Outcome 

A satisfied IS user is a user that is not affected by an outsourcing. The respon-

dent states: “For the user it should not matter if it (the system) is outsourced or 

not.” In this special case the respondent thinks that the IS supplier has 

succeeded since she has not been affected by the transfer. Her work has not 
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been affected and she has not experienced any major deterioration in systems 

quality.  

 

Project manager at third line support at client firm: IS user (respondent U4) 

The respondent works as project manager within the business area main-

tenance; the business area owning the CM system. He works with third line 

support for a specific client product. This includes managing faults identified by 

clients and reported via the CM system.  

 

He has several years of experience as a user of the CM system and is involved 

in different forums where the future development of the system is discussed. 

Persons representing different business areas participate in these forums with 

the purpose of analysing and reviewing how different requirements will 

influence processes, the way of working and the system in itself. Besides being 

part of the decision making of what requirements should be implemented, he is 

involved during the acceptance testing period of new releases.  

 

It is through different forums that he gets in contact with the IS supplier. 

Before implementing a change in the system the requirement is analysed by the 

IS supplier. The result of the analysis is then discussed with the client where the 

respondent often is involved as a reference person. He describes this as a 

favourable activity as it creates a common understanding of a requirement. 

During these meetings requirements are also prioritised. The respondent’s 

overall involvement during case SysDev and in the ISOP is visualised in Figure 

5.20.  

 

 
Figure 5.20: Project manager’s (U4) overall involvement in the ISOP 
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Atmosphere 

He describes his relationship with the IS supplier as good, which mainly builds 

on the process knowledge that many persons at the IS supplier firm possess. 

He finds it important that the captive centre has the required competence when 

it comes to client’s way of working. One way of maintaining the competence is 

through a close relationship, he thinks. The respondent further believes that the 

same language and similar culture are important conditions in an outsourcing 

relationship.  

Information systems 

The respondent appreciates the monthly releases and that the IS users are 

invited to demos during development work. Demos are something that they 

have demanded and he believes that the IS supplier has improved. The 

respondent prefers when persons representing both the process and the design 

demonstrate new functionality since then he can also receive answers on more 

technical parts.  

 

The respondent has not noticed any difference in the maintenance of the 

system as a result of the transfer. He mentions, however, that he and his col-

leagues believe that it takes a long time before a requirement gets implemented. 

He has no direct answer why it is like this, but he can imagine that it depends 

on the fact that the persons who have taken over development work have not 

enough competence about client’s way of working and processes. He explains: 

“And it is a pretty extensive material that exists on the [CM system] so you 

almost have to become a specialist on the process that you work with to quickly 

understand what needs to be changed.” 

 

The idea with the system is that it should be easy to manage. However, since 

the client’s processes are so complex it becomes difficult to develop a simple 

system. The respondent states: 

 

We have so many processes that are complex, which in turn makes the 

[system] complex. Many also have their own processes, which really is 

against the rules. The result of this is that the number of requirements on 

the system is huge and it becomes difficult for the IS supplier to decide 

which ones are the most important.  
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Interaction 

The respondent thinks that it is important for the team members at the captive 

centre to learn and understand the client’s way of working. This is something 

that should be prioritised and then the focus can be on the technical parts. To 

accomplish this, it is important to have resources that act as communication 

interfaces on both sides (onsite unit and captive centre) until the team at the 

captive centre has reached a certain competence level. 

 

The respondent further thinks that it is important to be clear in the communi-

cation with different parties. In this case the client has to describe the require-

ments on the system in a detailed manner for the onsite unit who in turn has to 

translate these to the development team at the captive centre. The respondent 

states that when communicating in several steps the risk of misunderstandings 

increases. 

 

The respondent’s experience is that the IS supplier has been very cooperative. 

He states: “If we have clear requirements then it is never a problem to get them 

implemented.” 

Behaviour 

When doing a transfer the respondent thinks that it is very significant to have 

clear roles and responsibilities so that everyone knows what is expected of 

them. He further says that when you know what you are expected to do, you 

also become more confident in what you do.  

Organisation 

The respondent believes that it is important that the client has a good structure 

for how requirements are collected and communicated to the IS supplier. His 

experience is that this structure is something that is missing in the client firm. 

There are many users of the CM system and he thinks that some users create a 

systems requirement without considering the system’s functionality. Conse-

quently, there are many requirements that may be difficult for the IS supplier to 

prioritise among. Further, the respondent points out that a major problem is 

that the client is not united against the IS supplier, which results in the IS 

supplier having many requests to consider. This is a consequence of different 

business areas having different ways of working and thus different wishes and 

needs. This in turn makes it more difficult for the IS supplier to decide what 
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requirements should be implemented. The respondent believes that a better 

structure for requirement collection would benefit both the client and the IS 

supplier.  

 

Configuration manager at client firm: IS user (respondent U5) 

The respondent’s position is as configuration manager within the client firm. As 

a configuration manager he is responsible for the document structure in a 

specific business area. The business area that he is part of does not work with 

development but with documentation and testing of client products.  

 

When it was decided that the organisation he belongs to should change system 

for trouble reporting, he became sub project manager for this acquisition and 

roll-out. Part of this responsibility included the evaluation of two different 

systems for trouble reporting, of which one was the CM system. The result of 

this evaluation was that the CM system suited his business area best. However, 

since other business areas in the client firm chose the other system, the decision 

was to implement the other. The respondent says that after a couple of years 

when they had been busy adjusting the system to his organisation’s needs, it 

was decided to phase out the system. This time the evaluation of different 

systems for trouble reporting resulted in the decision to implement the CM 

system. The respondent describes: “When the other system was phased out, we 

then had to learn the [CM system], that is, in order to enable us to put require-

ments on the latter system. Hence, we lost a lot of momentum and time.”  

 

The organisation that the respondent works in is a fairly new IS user organi-

sation of the CM system. The respondent describes the system as crucial for the 

business: “If the [CM system] does not work the business will stop; it is 

business critical.” He would not describe himself as an ordinary IS user. In-

stead, he represents the IS users in his organisation and puts forward their 

requirements on the system. The respondent’s overall involvement during case 

SysDev and in the ISOP is depicted in Figure 5.21. 
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Figure 5.21: Configuration manager’s (U5) overall involvement in the ISOP 

Information systems 

The respondent describes that he has experienced a deterioration of the activity 

of acceptance testing in recent time. He explains: “[W]hat has been extremely 

obvious is that the acceptance tests have not worked as intended.” From his 

perspective no releases should be implemented in production before they have 

been tested and accepted. A supplier that understands the importance of accep-

tance tests and in-time deliveries is thus a supplier that is valued by the respon-

dent.  

 

He continues by describing a desire to be more involved in the creation of 

system requirement solutions. According to the Scrum methodology, the client 

should be involved early in the development phase, for example, via prototype 

demos. He explains: “If the [IS supplier] had early demos, we could reach a 

suitable solution in dialogue.” He understands that it can be difficult to meet 

face-to-face during activities such as demos and acceptance tests, even if it is 

preferred. Yet, he thinks that this kind of activities could be conducted at a 

distance.  

Interaction 

The respondent mentions that he participates in different reference and IS user 

groups that relate to the system. The reference groups represent and relate to 

different areas of the system, such as safety issues, graphical user interface (gui), 

performance and ways of working, that is, how to use the system. The purpose 

of the groups is to bring forward requirements on the system and the processes 

that are built into the system. People from these reference and IS user groups 

are involved during acceptance test of new system configurations.  
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Besides these reference groups, the respondent also uses more informal com-

munication interfaces at the IS supplier firm. He thinks that it is better to check 

with these people first since there might exist a solution to their problem that 

they are not aware of because of the complexity of the CM system.  

 

The respondent wishes that he and his colleagues at the client firm should 

receive more information during the development sprints. For example, he 

mentions that they have not received information, or anyhow very little 

information about delivery delays or changes in planned deliveries. He 

continues that he thinks that this has created frustration as the IS users are not 

informed about what is happening. Moreover, he suggests that he and his 

colleagues should be invited to demos early in the development phase so that 

they have the opportunity to comment on implementation proposals.  

Outcome 

From the respondent’s perspective the expected advantage of an outsourcing is 

that they as a client firm should gain more within a certain time compared to if 

they had done it onsite. He says: “We have an IS supplier that is pressured to 

achieve something, in a certain time at a certain amount of money.” He thinks 

further that the IS supplier possesses more competence in the CM system 

compared to onsite staff. Besides this, the CM system is not part of the client’s 

core business. Through outsourcing system responsibility the onsite employees 

can engage in core business activities.  

 

“As an IS supplier I expect that you are anxious to satisfy the client; that you 

deliver a product in time and with expected quality. In the same way that we 

aim to deliver to our clients”, the respondent states. He continues by saying 

that a supplier has to care about the client; be flexible and responsive to client 

needs. The client should not have to adjust to a certain system or tool. During 

the acquisition of the system he describes that he experienced an unwillingness 

to understand the IS users’ needs. Consequently, they would have had to 

change their way of working to adjust to the system. Finally, after many 

meetings, their demands were accepted and the system was configured to meet 

their needs without affecting other users of the system. The implementation of 

the system was, however, quite successful, the respondent concludes.  
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5.2.3 Empirical summaries: systems level perspective 

This part reports on the experiences of the actors adopting a systems level 

perspective on the ISOP.  

 

System designer at IS supplier firm: onsite unit (respondent S11) 

The respondent describes himself as an expert in the area of database design 

and his position in the IS supplier firm is as a database consultant. His main 

role during the transfer was to train team members at the captive centre in 

database design. This included above all instruction, mentorship and design 

activities with the person who was to take over database design responsibility as 

part of the transfer. To exemplify, the respondent travelled to the captive centre 

for a couple of weeks with the purpose to instruct and inform a newly 

employed database designer. In cases when the development sprint included or 

influenced database design, the respondent was to take part in test and 

installation activities to make sure that database solutions worked as expected. 

 

Shortly after the transfer, the respondent became a member of operational 

support, a group of people working with production environments. More 

specifically, this means that he operates and maintains databases and application 

servers. He describes it as: “[O]ur responsibility is to make sure that they 

[servers] are up and running. If they are not running as they should we must 

solve it within a certain time.” Besides this, he has the role of being a mentor 

for the team members at the captive centre, answering questions related to 

database design. To perform his work he interacts with people both at the 

captive centre and onsite. He has not had any required communication with the 

client. His main business with the client concerns questions related to database 

and hardware licences. The respondent’s overall involvement during case 

SysDev and in the ISOP is depicted in Figure 5.22. 
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Figure 5.22: Onsite system designer’s (S11) overall involvement and responsibility in the 

ISOP 

Environment 

The respondent maintains that problems related to access have been one of the 

main difficulties during the transfer. In practice this means that the team mem-

bers at the captive centre may experience problems performing their work. 

When this happens, the team members at the captive centre often take contact 

with the respondent. The contact is mainly done via a communication tool that 

includes functions such as chat and sharing display. Consequently, the respon-

dent thinks that a prerequisite for succeeding with an outsourcing implementa-

tion is that the persons that should take over responsibility have access to hard-

ware, applications, networks and things like that. “That you really check that 

they can do what they are assigned to do. It is important that this can be 

guaranteed at an early stage”. 

The geographical distance between the onsite unit and the captive centre is 

relatively short, which the respondent emphasises as a success condition. For 

instance, there is no time zone difference between the both countries.  

Atmosphere 

During the transition phase meetings of the kind ‘getting to know each other’ 

were experienced as positive for the purpose of relationship building. This 

includes arenas for meeting both at work but also outside work. For instance 

the respondent mentions the possibility to meet the persons at their work place 

as very positive: “And then when I was there it was great to see the place where 

they work.” He comments on socialising activities like this: “I also believe it is 

important to have some informal evenings in order to spend more private time 

together”. The respondent also mentions the initial visit during the transition 

phase as a success condition: “And then I believe that it was the possibility they 
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had to be here as long as three months. It contributed to a team spirit. I think it 

is really important. So it does not feel as much ‘we and them’ but ‘we’.”  

Another way of building relationship is through face-to-face meetings and 

through performing development activities together. When the same problems 

were frequently encountered, for instance, a decision could be made that some 

persons from the IS supplier’s onsite unit should visit the captive centre. They 

then learnt together and jointly developed guidelines describing how similar 

problems should be avoided in the future.  

Successful outsourcing relationship, the respondent thinks, is characterised by 

systems quality: “we must keep the quality, which I believe can be a bit diffi-

cult”. Further he explains that successful relationships are created as a result of 

good contact among the persons performing operative work. “It is probably the 

most important thing really”, he says and means that from this point of view 

the relationship with the captive centre could be called successful. 

Information systems 

It is difficult for a novice to understand the CM system in its entirety. This is 

something that is experienced not just among the team members at the captive 

centre but also among novices at the IS supplier’s onsite unit. The reason for 

this, the respondent says, is that it is difficult to know how a small change in 

one application can influence another application. It takes at least one year to 

learn the CM system, assuming that the novice gets the information required to 

learn the system. Thus the respondent’s availability is important during the 

stage of learning. Besides the complexity of the CM system there is the 

linguistic problem: “We think that they have understood the information but 

instead they have interpreted it in another way.” 

 

The respondent emphasises the problem with knowledge loss as a result of 

outsourcing: “Since I am not involved in the project I do not know how they 

have implemented it and then it is a lot more difficult to help solving things.” 

He thinks that when you are not working with the system, your knowledge 

about how the system is built will be less with every passing day. And in this 

case, this is critical since the complexity of the system requires deep knowledge 

about how it is developed.  

 

The respondent experiences that the way of working with Scrum has contri-

buted to a feeling of being one team where everyone is responsible for the 
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whole project. Everyone is involved, for example, in the daily scrum meeting 

and if problems are encountered they are discussed immediately, thus avoiding 

surprises at the end of the project. 

Interaction 

Owing to the geographical distance availability is often accomplished via a com-

munication tool. The respondent refers to this tool as a condition of success on 

the basis of his experiences of the way it provides easy communication. One 

negative thing that the respondent has experienced, which is related to the 

communication tool, is that it sometimes is too easy to ask for help instead of 

trying to solve a problem on your own.  

 

The respondent mentions problem related to language. The respondent thinks 

that technical knowledge is not the problem but that language-related problems 

are more serious: “what is critical is language, as misunderstandings can arise as 

a result of not knowing the language. It is really difficult if you cannot 

understand each other.” The respondent further explains that language is the 

one and only hurdle noticed in the cooperation with the team members at the 

captive centre. To mitigate this problem he explains that they often com-

plement the spoken word with written notes. 

Management 

During outsourcing, the management is very important, in the respondent’s 

judgement. His experience is that it has been difficult to hand over responsi-

bility for project management to the captive centre. This he has noticed because 

the former project manager at the IS supplier’s onsite unit still holds meetings 

and the persons report to him on a daily basis. One of the main tasks for the 

project manager during the transfer and the monthly sprints was and is to 

communicate how the project is run and how work is done using Scrum. Yet it 

is important that the persons at the captive centre have the possibility to 

influence how work should be done or as the respondent puts it: “[I]f you are 

going to have rules how tasks should be solved then the rules should be jointly 

agreed. […] [T]he most important success condition is that both [teams] feel 

that they are participating.” Another important strategy during the transfer was 

according to the respondent the opportunity to meet the persons at the captive 

centre and more specifically to work together: “[I]t was perfect because we did 

it together.” He continues: “[I] do not think that it would have been possible if 
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we had given them work tasks and they had to start with only documentation, it 

would not have been possible.”  

 

The respondent also mentions the importance of informal leadership. During 

the transfer it was the line manager that was formally responsible but the one 

that actually managed the technical parts was the system manager. This person 

is described by the respondent as very talented; a person that knows the 

product inside out and is also a very good pedagogue. A leader with these skills 

was necessary during the transfer. The respondent states: “They needed to 

know at an early stage what should be done, the big picture, and so on.” His 

leadership style, the respondent believes, contributed to a feeling of trust and 

safety among the team members at the captive centre.  

Outcome 

The respondent cannot remember that there were any formal criteria for 

assessing whether the transfer was successful or not. From a firm perspective 

he would judge the transfer as successful. He complains a bit over the quality 

but thinks that quality problems will be reduced as the team members at the 

captive centre become more experienced. From his personal point of view, he 

is not that satisfied with the transfer, especially not with regard to changes in 

work tasks. He describes himself as a technology freak and as a result of the 

transfer he no longer works with pure development, which he thinks is a loss.  

Behaviour 

His personal feeling about outsourcing is negative, mainly because his job tasks 

have changed from stimulating development activities to more simple activities, 

such as making sure that servers are up and running. He thinks, however, that 

his personal feelings must not affect his relationship with the team members at 

the captive centre: “I mean, it is not their fault if you say so.” He describes 

himself as open and curious, which he believes are two advantageous qualities 

when entering new relationships. 

 

System designer at IS supplier firm: onsite unit (respondent S12) 

During the transfer the respondent took part in education activities and had 

also the role as a mentor. As a result of the transfer, the respondent’s work 

tasks have changed. From mainly working with system development, he is now 

more involved in activities such as prestudies, requirement analyses, and 
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different investigations. He produces analysis reports and descriptions of 

change requests and their influence on the CM system. He also develops 

suggestions for implementation. These documents then become input to the 

sprint implementation. Besides working with prestudy activities, the respondent 

works with test in form of testing new functionality before it is released and 

installed.  

 

He communicates on a daily basis with the team at the captive centre, using 

techniques such as communication tools, telephone and e-mail. When he is part 

of a sprint he participates in the daily scrum meeting. As a result of his work 

tasks he communicates a lot with the requirement manager who can provide 

background information about IS user requirements. The respondent’s overall 

involvement and responsibility during case SysDev and in the ISOP are 

depicted in Figure 5.23. 

 

 
Figure 5.23: Onsite system designer’s (S12) overall involvement and responsibility in the 

ISOP 

Environment 

The respondent thinks that there are different ways of working among the team 

members at the captive centre and the IS supplier’s onsite unit. He believes that 

this is a result of existing cultures. In Sweden, he thinks, the organisations are 

relatively flat in the sense that discussions are open irrespective of with whom 

you are discussing. Often Swedes strive for consensus. His experience of the 

east European business culture is that it is generally hierarchical rather than flat. 

This he has recognised as many of the team members at the captive centre are 

silent or speak less when managers take part in discussions or meetings. They 

respect hierarchies, he says. His experience is also that they have different point 

of views regarding how to approach work tasks. His experience is that the team 

members seldom take their own initiative when working with different solu-

tions. He describes it as a result of their not questioning things: 
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[…] It is not related to the product itself but it’s more that they do not 

dare question the things that come from higher authorities if they believe 

that we are better than them. They have more respect for managers, it is 

a little different, I think, anyway.  

 

The respondent points out the importance of a well-functioning technical infra-

structure that should be in place as the transfer starts. If the team members at 

the captive centre experience restricted access to the development environment, 

it will influence work performance. Thus, the technical infrastructure will then 

become a source of irritation. 

Atmosphere 

The respondent describes that a successful relationship is characterised by 

mutual trust. He gives the following example of what he means with trust: “If 

you give them a requirement specification you should be able to trust that what 

comes out is in accordance with the specification and that it works as it 

should.” In other words trust is measured in terms of degree of quality in 

developed and/or maintained functionality. The respondent thinks that when 

quality is reached, that is, when the new functionality fulfils the requirement 

specification, responsibility can also be handed over. In this specific case, due 

to the high complexity of the CM system, there is however a relative long 

learning period before the system has been learnt in its entirety. Thus you need 

to work with the system to learn how changes in one part of the system 

influence other parts. Sometimes, however, he regrets their lack of ability to 

take initiatives. He thinks that sometimes you have to go beyond the 

requirement specification or you have to draw your own conclusions from the 

specification.  

 

Although they are geographically dispersed, he describes the cooperation as 

good. He describes them as being one team. One of the main reasons why it 

has worked smoothly, he explains, is thanks to good personal chemistry:  

 

Good personal chemistry among those who were involved, it was “A 

and O”. That they were so easy to cope with. I believe that is what it is 

all about. It was easy to cooperate with them, the transfer went well. 

 

To take the relationship a step further he thinks that the team members at the 

captive centre should be given more responsibility as a demonstration of trust. 
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He also says that it is important to have much contact. This is achieved by an 

agile way of working, such as in the daily scrum meeting, he thinks. 

Interaction 

The respondent explains the silence among the team members at the captive 

centre not only as a result of culture but also as language related. Apart from 

the difficulty of formulating a message in another language, it can also lead to 

misunderstandings, thus producing problems.  

Management 

The respondent’s experience of the decision to begin the transfer is that every-

thing happened so fast, too fast is his spontaneous comment. Consequently, 

there was no time for preparation: “In a way it felt as if they just showed up. 

We had no time to prepare. They joined the on-going project and we became 

their teachers.” The respondent thinks that someone had probably planned 

their visit but he had not been informed. Despite their quick arrival, leaving no 

time for preparation, he believes that he managed to transfer the information 

required to manage systems development on their own.  

 

Since it is the IS supplier’s onsite unit who is responsible for the system in 

relation to the client, the respondent thinks that they cannot hand over 

responsibility and control totally to the captive centre. He believes that as 

project manager you perform about the same work tasks as in an internal 

project. The difference lies in the difficulty of keeping it together and having 

control of the progress. Hence, he thinks that it is of the utmost importance 

that problems, ideas, and thoughts are discussed during the daily scrum 

meeting. Everyone has to be honest and share information if problems have 

been encountered. The respondent’s feeling is that sometimes problems are not 

notified because they cannot use their native language or that they do not want 

to admit mistakes or feel stupid in front of others, especially managers. The 

weekly sprint demos, where the team members at the captive centre demon-

strate and explain new functionality, is also a way of controlling project pro-

gress. It is at the same time an opportunity to learn and get to know each other 

better. The respondent thinks that the sprint demo should not aim at pointing 

out who has done something wrong but instead being a joint effort to reach a 

qualitative project result.  
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Contract 

The respondent himself has not been part of negotiations before a transfer but 

his experiences are that it is important to clearly announce roles and authorities 

during and after the transfer; which responsibility should be kept and which is 

transferred. He says: “It does not have to be fancy, only plain and clear.” 

Behaviour 

The respondent thinks that it is important to create moments of learning. One 

such activity is that the team members at the captive centre develop detailed 

implementation suggestions to learn about the system. Otherwise he thinks the 

risk is that they only do what is expressed in the documents without taking any 

initiatives. The team members can get advice from the IS supplier firm via 

communication tools or during the scrum meetings. He also thinks that they 

cannot rely on the so called core group at the captive centre always to be 

present but they need to make sure that other team members learn the system. 

Then learning activities, such as those described above are important.  

 

System designer at IS supplier firm: captive centre (respondent CC17) 

The respondent has been part of the business area since the beginning. Thus, 

he was one of the five persons that visited the IS supplier firm at the beginning 

of the transfer. His job title is designer and he mainly works with java develop-

ment. He finds his job very interesting and he is acknowledged as one of the 

most talented developers in his premises.  

 

During the visit in Sweden, he was involved in different activities for educa-

tional purpose. For example, he had the opportunity to be involved in some 

sprints working in cooperation with the team members at the IS supplier firm. 

Besides hands-on-training, he studied documentation, test plans and code. 

During the sprints he conducts development work and some testing. He is in 

contact with the Swedish team members in the daily scrum meeting and in 

prototype demos, which are planned every second week. This demonstration 

includes an implementation proposal, which later is implemented if accepted.  

His main communication interfaces are the project manager and the team 

members in his scrum team. Discussions concern the main task of the day and 

problems related to development and database. At the onsite unit he 

communicates mainly with the system manager and the database specialist. 
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Often these discussions include problems related to functionality and require-

ments. The respondent’s overall involvement and responsibility during case 

SysDev and in the ISOP are depicted in Figure 5.24. 

 

 
Figure 5.24: Captive centre system designer’s (CC17) overall involvement and responsi-

bility in the ISOP 

Environment 

The respondent believes that it is important to take some time considering the 

cultural differences between the sending and the receiving unit. In terms of 

work culture he thinks that the more similar the better. He mentions some 

cultural differences between the Swedish unit and his unit: 

 

The Swedish work climate is more open, friendly and they are more 

involved in discussions and meetings. […] I think that the Swedish work 

is freer. Plenty of people attend coffee breaks in a friendly way. We don’t 

ask so many questions which is also clear in scrum meetings. In [captive 

centre] we discuss problems before the scrum meeting and then take a 

note or mention it during the scrum meeting. As the time has passed we 

make more and more decisions on our own and do not have to bring it 

up in the scrum meeting. 

 

During the transfer and shortly thereafter he has experienced some problems 

with working from a distance, which are linked to security reasons. He 

describes that it sometimes affects his ability to work, which can be frustrating.  

Atmosphere 

The respondent has no contact with the client. However, he does not believe 

that this has had any consequences. He says: 
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It is not a problem that I do not have contact with the client. I believe 

that the contact with the [onsite] team is enough. Closer connection to 

the client will bring more meetings and that is not my main task I believe. 

I believe that the relationship between the client and the onsite unit is 

good especially as they can talk in their native language. 

 

The strengths of the relationship with the onsite unit he sums up as follows: 

“we respect each other, the relationship is friendly, we can discuss work and 

other stuff, the communication is the biggest advantage; we try to respond to 

each other as soon as possible.” He believes that the relationship with the IS 

supplier’s onsite unit has evolved because the team members at the captive 

centre have become more self-confident. For this reason they can take more 

decisions, the response times for questions have improved as has 

communication because everything is known about the project; the terms used 

are known in both teams. 

 

To get a good start in an outsourcing relationship the respondent thinks that it 

is important to have a core of persons that travel and visit the sending unit: “It 

is good to meet people on the other side, because you will be in daily contact 

(via telephone, mail) with them for long time.” 

Information systems 

The respondent says that it was difficult to understand the CM system from the 

beginning, mainly because it is hard to learn the system and to find code 

quickly. Some parts are difficult and you have to read much documentation to 

learn how the system works. During the period of training he therefore believes 

that it was an advantage that they could share desktop views with Swedish team 

members. For newcomers and novices it thus takes a lot of time to learn the 

CM system. To improve the learning curve, he encourages novices to ask 

questions,  read a lot of documentation, talk as much as possible with the onsite 

team about project related things, study use case specifications and implement 

on their own as much as possible.  

 

He further mentions that the prestudy phase is very important since it results in 

documents informing on what should be done concerning java development, 

database and so on. He says: “The planning phase is really important. It can 

save a lot of time for a developer if this documentation is correctly written.” 
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Interaction 

For the respondent successful outsourcing is mainly built on good communi-

cation. He has different communication interfaces dependent on the content of 

what he wants to discuss. The communication interfaces are made up by per-

sons both at the IS supplier’s onsite unit and his colleagues at the captive 

centre.  

 

He believes that communication via telephone is less quality than face-to-face 

communication. He explains: “Via telephone it can be hard to fully understand 

each other.” Therefore he thinks that it is important to produce protocols 

during telephone meetings and scrum meetings to share with all team members. 

As a result everyone should be informed on what is happening in the project. 

To have information in written form is also a good complement to communi-

cated information since for a lot of newcomers it is a totally new experience to 

have daily meetings in English.  

Management 

The respondent supports the idea of having a leading figure at the captive 

centre. He describes this person as someone who is really talented; “somebody 

with technical skills, developing skills and also with communication skills.” In 

this case he mentions the project manager, also line manager, as their leading 

figure: “[Project manager] is really good but has many responsibilities. Without 

him we would not manage so well in the project.”  

 

System designer at IS supplier firm: captive centre (respondent CC19) 

The respondent works as a software developer and has been employed at the 

captive centre since autumn 2009, thus he was not part of the transfer. 

 

His main tasks include development work, such as coding and testing. He 

participates in the daily scrum meeting discussing project progress. He has no 

communication with the client, which he believes is not necessary since the 

persons at the IS supplier’s onsite unit can answer almost all of his questions. 

He explains: “they know what the client wants.” He communicates with the 

team members at the onsite unit for both analytical and technical purposes. 

Analytical problems concern client’s requirements and technical problems relate 

to database solutions. The respondent states, however, that he mainly discusses 
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technical problems with the other team members at the captive centre. The 

respondent’s overall involvement and responsibility during case SysDev and in 

the ISOP are depicted in Figure 5.25. 

 

 
Figure 5.25: Captive centre system designer’s (CC19) overall involvement and responsi-

bility in the ISOP 

Environment 

The respondent mentions problems with working remotely. He thinks that a 

well-functioning technical infrastructure is necessary to guarantee project pro-

gress.  

Atmosphere 

He describes the relationship with the team members at the IS supplier’s onsite 

unit as good since they know what they can expect from each other: “If we ask 

something we know that it will be answered. I feel that the Swedes are my col-

leagues.” He thinks that the present team spirit is a result of that they are 

working with the same system: “we are solving the same problem; we are sol-

ving the same questions. This promotes a feeling of being a team.” 

Information systems 

The respondent’s first experience when he started working with the CM system 

was that different working languages were used. In the onsite unit, for example, 

they have a database point of view in contrast to he and his colleagues at the 

captive centre that have a programming code point of view. He further explains 

that he had to become familiar with new terms related to the Scrum method 

and the CM system. 

 

To reach a successful result the respondent’s advice is to get as much informa-

tion as possible of the client’s requirements. Get information and from time to 
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time create pictures/images/prototypes of what should be implemented. 

Further, try to show the client the progress of the work, like regular demos. In 

that way the client becomes part of the development, which gives the possibility 

to correct mistakes before implementation. He states: “Always try to see it from 

the client’s point of view, not from your own. Try to use client’s vocabulary and 

present applications to his data.” 

Interaction 

The respondent thinks that communication and every day communication is 

what makes an outsourcing relationship successful. Further, so called communi-

cation interfaces between the scrum team and the client is suggested; a person 

that can translate technical language into business language. As an example, he 

mentions himself as a less recommendable person for client discussion pur-

poses since “I only see the new functionality not the whole system and how the 

client uses it.” He believes that the team members at the onsite unit are good 

communication interfaces: “I believe that the Swedes have a better (system) 

view or a view similar to the client’s view. The team in [onsite unit] has the 

same view on the problem as the client.” Further he mentions the level of skill 

in spoken English as a problem and explains: “[T]hat is why we prefer written 

form instead of spoken form. To decrease problems with language, we attend 

English courses.” 

Management 

The respondent describes the project manager as a good leader: “he is ex-

perienced in programming, a good communicator and he does not press 

people. He really wants to solve problems.” He further describes that he 

appreciates the project manager’s technical talent and his participation in 

technical problem solving. He states: “He is an experienced programmer and he 

has been here from the beginning. He knows why something is programmed in 

a special way.” He also believes that the overall project manager at the onsite 

unit complements the project manager in a good way. She has a vision of what 

the client wants, is a good analyst and has deep systems knowledge, he explains. 

Team building activities meet his approval. He finds that they enhance team 

spirit as well as facilitate distance communication. He thinks that if you have 

met a person more informally it helps you understand who you are communi-

cating with.  
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Outcome 

He says that a successful outsourcing relationship is a relationship where the 

team members are able to deliver new functionality that pleases the client. A 

satisfied client is a result of an error-free release. As they receive new assign-

ments the respondent believes that the client is satisfied. The respondent 

believes that satisfactory results make a good impression and contribute to 

mutual trust. 

 

To reach a successful project result, the respondent thinks that activities in-

cluding analysis and testing are important. He explains: 

 

Analysis is important because it is during this phase you set-up what the 

client wants. Developers should not concentrate on analysis but on 

programming so that is why detailed analysis and use cases are vital to 

implementation. Test is a critical and vital part because if you have not 

implemented correctly you have the possibility to trace this during test 

and to repair before it reaches the client.  

 

Team leader customer support at IS supplier firm: captive centre (respondent CC18) 

During the transfer the respondent visited the IS supplier’s onsite unit three 

times, about three months in total. Since his primary work includes supporting 

IS users he had to understand the whole view and vision of the CM system. He 

explains:  

 

I need to learn the whole vision of the system; to go from the whole view 

to small parts of the implementation. This is important since I am 

working with support and have to look at the system with the eyes of the 

ordinary IS user. 

 

To be able to solve complex support errands he communicates on a daily basis 

with persons at the client firm, persons that are in a position of responsibility in 

relation to the business area. Support errands, produced by IS users as they 

encounter problems, are sent via e-mail, third-part tools and sometimes com-

municated via phone although this is not so common. Further, he communi-

cates with team members at the IS supplier’s onsite unit and his colleagues at 

the captive centre to be able to solve support-related problems and discuss new 
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ideas. The respondent’s overall involvement and responsibility during case 

SysDev and in the ISOP are depicted in Figure 5.26. 

 

 
Figure 5.26: Team leader customer support´s (CC18) overall involvement and responsibility 

in the ISOP 

Environment 

The respondent mentions that he sometimes experiences problems with 

working remotely, which he believes is due to security reasons. However, to be 

able to support the IS users it is important that he has approved access to rele-

vant parts of the technical infrastructure.  

Atmosphere 

To reach a successful outsourcing relationship the respondent thinks that a 

successful transfer is a prerequisite. To reach a successful transfer the persons 

receiving responsibility need to be active. He thinks that this includes talking to 

people, asking questions, reading documentation as well as observing how the 

sending organisation works. Thus personal visits are important.  

 

He believes that the strength of the relationship is that he can trust the team 

members at the onsite unit: “If I hand over something, I trust them.” Accor-

ding to the respondent, trust is created through face-to-face meetings, good 

work and by being sympathetic. He states: 

 

It is difficult to describe why I trust the guys in [onsite unit]. Of course if 

you ask ten questions and the answer is all the time good, you are pretty 

sure that the answer for the eleventh question is trustworthy. Experience, 

working together, and your own feeling shape a trustworthy relationship. 
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Another strength of the relationship is that they always want to help each other, 

which he finds important since it is impossible to know the whole CM system.  

Information systems 

In the beginning when I was introduced to the project I was totally afraid 

and I found it really complicated. I thought that I should never make it. 

When I started to learn about the system, talk to people and read about 

the project I found out that it was not that complicated. The project was 

complicated due to a lot of different tools, many people involved, com-

plicated flow of objects inside the system. 

 

To overcome the feeling of fearing the system the respondent thinks that as a 

receiving party you have to first of all look at system documentation and then 

talk to people; arrange meetings to learn to know each other, preferably within 

small groups, and work together. Further he thinks that learning by doing is the 

best way of learning the system. His personal experience is that the knowledge 

transfer was successful. 

Interaction 

He mainly uses e-mail or chat programs when discussing with the client and the 

team members at the onsite unit as he prefers “to communicate via e-mail 

because then the information is stored.” 

 

Owing to the CM system, the respondent believes that information sharing has 

been, and is, an important ingredient in the relationship. The sending organi-

sation needs to have the possibility to send information and the receiving 

organisation needs to govern this information, or as he points out: 

 

In this project the sharing of information is continually going on. We 

teach [each other] and in turn I teach IS users. This is particular to this 

project because of the product of the project. In smaller projects in which 

the product is somewhat different it is perhaps not so common to have 

such high information sharing.  

 

If an application is moved from one team to another team you have to 

understand that some things are not documented but only in mind. You 

have to be communicative and also you need to document everything: the 

new team must and should have a desire to understand the product. And 

the old team who knows the information has to prepare documentation.  
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He describes that language can sometimes be a problem, for instance, some old 

documents are written in Swedish. He believes that it is positive that the onsite 

team members, can talk to the client in their native language. Further he 

believes that making decisions takes too much time in Sweden: “[I]n Sweden 

the people want to discuss problems and how they should be solved before 

reaching a decision. Moreover, the Swedish people want to reach an agreement 

before taking a decision.” 

Outcome 

The respondent considers the transfer successful. On a scale from zero (0) to 

ten (10) he gives the transfer a nine (9). He explains: “We are able to solve 90-

95 % of the problems and we added new functionality to the system. We have 

solved old problems, deployed new solutions and added new functionality 

without help from the old team.” 

Behaviour 

When entering a new relationship as this the respondent thinks that it is im-

portant to be curious and to have a personal desire to know more about the 

persons from the sending organisation. His recommendations are that you 

should not be afraid to make a decision and you should never stop com-

municating. Last but not least he mentions: “Do not forget to have fun!” 

 

As a result of working with the previously presented empirical material some 

tentative empirical results can be presented. These tentative empirical results 

were presented and discussed in the two workshops held with the respondents. 

The results of the two workshops are presented next. 

 

5.3 Results of the workshops 

The aim of the workshops was threefold. Firstly, it provided the opportunity to 

present some of the tentative empirical results to the respondents, secondly, it 

gave the respondents the chance to review empirical descriptions based on the 

interviews and thirdly, it gave an opportunity to further discuss the 

performance of the ISOP. Furthermore, the workshops offered an opportunity 

to get answers to identified gaps in the interview material.  

 

Of the persons invited to participate in the workshops six respondents parti-

cipated from the IS supplier firm and three respondents participated from the 
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client firm. Owing to heavy workload and shortage of good video-conference 

tools for distant participation, the respondents at the captive centre declined the 

invitation. Some of the respondents who had accepted the invitation 

announced just before the workshop started that they were prevented from 

participating. 

 

The results of the workshops provide a greater understanding of the identified 

key conditions and the role they have played in case SysDev. Further, the 

discussions gave answers to identified gaps in the interview material, which 

contributed a more accurate description of the ISOP in case SysDev. In 

addition, the workshop discussions pointed to central aspects of the transfer, 

for example, the importance of clearly articulated responsibilities in relation to 

position and/or role but also in relation to the client–supplier relationship. The 

respondents pointed out that with clear responsibilities realistic expectations 

follows.  

 

The subsequent sections present results of the workshops held with the IS 

supplier and the client and IS users respectively.  

 

5.3.1 Results of the workshop held with the IS supplier 

The content of the discussions centred on vital parts of the transfer in case 

SysDev, especially the issue of responsibility and the importance of clearly 

expressing who is responsible for what in the business relationship and in the 

performance of the ISOP. In other words, it should be made clear what kind of 

decisions each of the actors performing the ISOP have the authority to make. 

The division of responsibility should be stated in formal documents such as the 

RFQ, the assignment specification, and the project instruction. Another issue 

that was discussed was the importance of a budget allocated to the transfer. The 

set-up of a transfer project results in the prioritisation of transfer activities, 

hence it follows that transfer activities do not have to compete with ordinary 

operational business. The respondents mentioned the importance of a so called 

key person at the captive centre for succeeding with the transfer. The key 

person is described as a person with a great sense of responsibility, both 

towards the team members and the operational business. These outputs from 

the workshop were later used as inputs during the revision of the significance 

of key conditions concerned and the corresponding concept graphs.  
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Many of the issues discussed in the workshop could be related to culture and 

cultural differences. A question that arose was if it is possible to change issues 

related to cultural tradition, such as recasting a hierarchical governed organi-

sation into a flat governed organisation and is this advisable. To approach cul-

tural differences, the suggestion was that instead of trying to reshape issues 

resulting from cultural differences, these should be understood, accepted and 

accommodated by both parties.  

 

Another central discussion in the workshop was the possibility to categorise key 

conditions in terms of their importance before, during or after a transfer. To 

exemplify, the key condition technical infrastructure was discussed as a funda-

mental condition for succeeding with a transfer, whereas face-to-face meetings, 

openness, and trust were pointed out as central key conditions during a 

transfer.  

 

Results of the third part of the workshop included suggestions on how the IS 

outsourcing process as performed in case SysDev could be described. The 

visualisation of the performance of the ISOP using process graphs was in most 

cases in line with how the participants perceived the implementation of the 

process. As a result of showing the process graphs the entities of each phase 

could be discussed and comments were received. Comments concerned, for 

example, how different parts of the process were performed, which actors 

participated in certain activities and the role of documents and information. 

Another suggestion was to describe the on-going operational work (represented 

by the middle phase) with as few details as possible. This was a suggestion 

based on the fact that the way operational work is performed does not differ so 

much before and after the transfer. In other words, the way of performing 

operational work has not been affected that much by the transfer. These 

comments were later used in the work of revising the process graphs and the 

description of the performance of the process in case SysDev. 

 

5.3.2 Results of the workshop held with the client and IS users 

One of the comments received during the presentation of key conditions in-

cluded the difficulty of grasping the significance of certain key conditions. The 

reason was that the graphs included concepts representing different things. The 

participants perceived, for instance, that some concepts could be categorised as 

a requirement in the RFQ whereas other could be related to the CM system in 
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itself, such as the number of IS users. This in turn led to confusion. This was an 

important comment for the ensuing work, indicating that the presentation of 

the key conditions needed to be reconsidered. From another point of view, the 

complexity of the concept graphs is a result of the interviews which show that a 

key condition cannot be understood in itself but depends on the context. 

Consequently, to be able to grasp the entirety of a key condition, concepts 

representing different things need to be included.  

 

The importance of meeting face-to-face was emphasised several times in the 

workshop. Meeting face-to-face is not only important when team members are 

located distantly from each other but it should always be encouraged. For 

example, they think that it is much more preferable to use video-conferencing 

tools compared to use the phone. The respondents mentioned the positive 

influence on communication that the presence of openness has. As a result of 

the long-term relationship with the IS supplier the respondents communicate 

with the IS supplier when needed. In these cases informal communication 

interfaces are often used.  

 

Another thing that has had great influence on the outsourcing from the client 

to the IS supplier is their long-term relationship. The long-term relationship is a 

result of their having been part of the same corporation. In other words, most 

of the respondents are former colleagues, which has influenced the client–IS 

supplier relationship positively. Client participants think that the historical 

background of the relationship laid the foundation for a trustworthy relation-

ship right from the start of the outsourcing engagement.  

 

Something that was elaborated on was what is meant by success and how 

success is measured. In case SysDev the result was measured using KPIs. 

System quality should remain the same as before the transfer and the costs of 

managing the CM system should be reduced. One of the respondents points to 

the significance of having a set of measurement points from the start, either by 

using KPIs or frameworks such as Six Sigma. The specific performance 

indicators used could be explained as related to circumstances influencing the 

outsourcing decision. Thus, performance indicators are interpreted as a way of 

measuring success from a business point of view. From an IS user point of 

view satisfaction is important. The users of the CM system should not be 

influenced by that the management of the CM system has been transferred to 

another actor. Trust was discussed as an important feature of an outsourcing. 
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The presence of trust contributes to helping the actors focus on the transfer 

instead of controlling that each part does what it is expected to do. 

 

During the third part of the workshop the performance of the ISOP was 

discussed using process graphs. As the client’s and the IS users’ involvement 

was limited during the actual transfer, the participants did not have that many 

comments on the transfer. The reason was that the IS supplier who was 

responsible for the transfer and the client were mostly involved in follow-up 

activities. Yet, one comment concerned the set-up of the technical infra-

structure. The client’s experience is that the establishment of a well-functioning 

technical infrastructure is very important. In case SysDev, they experienced 

some problems related to the technical infrastructure such as database access. 

As a result of this experience, the client suggests that the establishment of the 

technical infrastructure needs to be managed in a proactive manner – especially 

as it requires the approval of persons at various levels. 

 

The IS user participants think that from their point of view the transfer was 

experienced as a black box as they were not actively involved. The role of the IS 

users is especially to be the requirement specifier. This is an important role 

during the on-going ISD project work as the requirements constitute the input 

directing development work.  

 

Another result of the workshop was the suggestion of a time schedule for 

presenting the ISOP as performed in case SysDev. The time schedule should 

preferably indicate when different things took place and for how long. Further, 

the intention of different documents, such as the assignment specification and 

the roadmap, in relation to the performance of the ISOP was discussed.  

 

5.4 Summary and contributions Chapter 5: Case SysDev – A 
comprehensive description of the IS outsourcing process 

This chapter provides a comprehensive, in-depth description of case SysDev 

including: 

 the IS part of the outsourcing engagement (the CM system) 

 the IS outsourcing relationships 

 the ISOP 
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 empirical summaries of the interviews, with a focus on the performance 

of the ISOP in relation to roles, responsibilities, and dimensions for 

studying the ISOP and 

 results of the workshops held with the respondents. 

 

The respondent interviews have been summarised and are presented according 

to the respondents’ position and work tasks in the ISOP. As a result of in-

cluding respondents that performed different kinds of activities, from more 

strategic activities to activities of construction, a holistic view of the process is 

achieved. Further, it makes it possible to compare how actors with different 

responsibilities in the ISOP reflect upon IS outsourcing success and how it can 

be explained. The empirical summaries indicate several conditions that are 

important to consider in the performance of the ISOP. In general, the majority 

of the respondents mention the following conditions as important in the 

practice of the ISOP: 

 The importance of a present, well-functioning technical infrastructure 

that provides the IT-environment necessary for distributed, distant, 

remote work. This includes proactive management of the technical infra-

structure. 

o Tentative key condition: ‘technical infrastructure’. A majority of 

the respondents representing the strategic level, operative level, 

and systems level respectively emphasised the importance of 

technical infrastructure in the practice of the ISOP.  

 

 The importance of a carefully planned transfer performed as a project 

with a dedicated project manager and transfer budget for the realisation 

of transfer activities. Face-to-face meetings, learning by doing, and fre-

quent communication should distinguish the transfer. The characteristics 

of the IS part of the outsourcing engagement should constitute input to 

how the transfer should be executed. 

o Tentative key condition: ‘transition strategy’. A majority of the 

respondents representing the strategic level and the operative 

level respectively emphasised the importance of transition stra-

tegy in the practice of the ISOP.  

 

 The importance of sharing and exchanging information both in oral and 

written form for the purpose of mitigating linguistic misunderstandings. 

This applies especially when actors are not able to speak in their native 
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language. A common language for spoken and written communication 

should be mutually agreed upon. 

o Tentative key condition: ‘language’. A majority of the respon-

dents representing the operative level and the systems level 

respectively emphasised the importance of taking language into 

account in the practice of the ISOP.  

 

 The importance of re-using experiences from previous cases of IS out-

sourcing that reflected the competence level and systems knowledge 

among actors at the receiving unit and knowledge loss as a result of IS 

outsourcing. 

o Tentative key condition: ‘knowledge’. A majority of the respon-

dents representing the strategic level, operative level, and the 

systems level respectively emphasised the importance of taking 

knowledge into account in the practice of the ISOP.  

 

 The importance of maintaining good dialogues among actors performing 

the ISOP. Distant communication should be preceded by face-to-face 

communication and supported by communication tools (ICT tools) as 

well as written information. 

o Tentative key condition: ‘communication’. A majority of the 

respondents representing the strategic level, operative level, and 

the systems level respectively emphasised the importance of 

communication in the practice of the ISOP. 

 

 The importance of a development methodology that promotes conti-

nuous and frequent communication, team work, client involvement and 

shared responsibility. 

o Tentative key condition: ‘ISD methodology’. A majority of the 

respondents representing the systems level emphasised the im-

portance of ISD methodology in the practice of the ISOP. 

 

 The importance of reflecting IS characteristics in an IS outsourcing 

engagement. The characteristics of the IS, such as degree of complexity, 

user-intensity and whether it is tailor-built or not, should influence the 

selection of outsourcing partner, the set-up of the IS supplier’s delivery 

organisation, how the transfer is executed, and how the IS should best 

be learnt. 
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o Tentative key condition: ‘IS characteristic’. A majority of the 

respondents representing the strategic level, operative level, and 

the systems level respectively emphasised the importance of 

taking the IS into account in the practice of the ISOP. 

 

 The importance of regarding outsourcing partner’s values and norms, 

management structure and way of working as these issues influence 

opinions on how a business should be run and the kinds of expectation 

a business should fulfil. Differences need to be understood and accepted 

to reach mutual agreements on how actors should adapt to them. 

o Tentative key condition: ‘culture’. A majority of the respondents 

representing the strategic level and the systems level respectively 

emphasised the importance of taking culture into account in the 

practice of the ISOP. 

 

Figure 5.27 presents empirical contributions to the reconsideration of The IS 

OUT Framework. The performance of the ISOP is situated in the business 

context represented by the strategic level, the operative level, and the systems 

level, which are put in relation to the environmental surroundings. In compari-

son with the conceptual description of the ISOP, presented in Section 4.5, the 

empirical description emphasises the following conditions (bold typed in Figure 

5.27) influencing the ISOP:  

 ‘transition budget’: a result of that the transition activities included and 

prioritised are related to the available transition budget.  

 ‘IS characteristic’: the empirical description indicates the importance of 

reflecting on the IS part of the outsourcing engagement on every orga-

nisational level. The characteristics of the IS influence on the selection 

of outsourcing partner (strategic level), how the transition phase can be 

performed (operative level), and how the IS best could be learnt 

(systems level).  

 ‘ISD methodology’: the methodology provides a common way of 

working, which is experienced as important at the systems level. 

 ‘IS outsourcing method’: the method should be used as guidance during 

the performance of the ISOP. 

 ‘language’: the empirical description indicates the importance of reflec-

ting on the language on the systems level. 

 ‘knowledge’: the empirical description indicates the importance of reflec-

ting on knowledge on the strategic and systems level. 
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Figure 5.27: Empirical contributions to the reconsideration of The IS OUT Framework 

 

As a result of the in-depth description of case SysDev presented in this chapter, 

the ambition is to reach the empirical grounding necessary for the forthcoming 

analysis. The different parts of the empirical description and how they are 

related to the forthcoming analysis are illustrated in Figure 5.28. The empirical 

descriptions including the IS and its characteristics, the IS outsourcing relation-

ships, the empirical summaries of respondents’ experiences, and the results of 

the workshops form the basis of the identification of key conditions. With this 

is meant that the descriptions together with the interview transcripts are used as 

the basis during the analysis of collected case data. 
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Figure 5.28: Different parts of the empirical description of case SysDev and their relation to 

the analysis 

 

Each interview summary includes a description of the respondent’s position in 

the firm as well as the respondent’s primary work tasks. This information is 

used as a basis for the categorisation of respondents in the organisational design 

composed of three levels. Similarly, the individual respondent’s firm belonging 

is used to categorise respondents in terms of actor. The categorisation of 

respondents according to organisational level and actor are then used to relate 

key conditions to organisational level and actor. In other words the 

categorisation of respondents forms one of the bases for the analysis of key 

conditions and their relations to the ISOP. This part of the analysis is described 

in Section 6.2. The respondents’ experiences reveal that the CM system and the 

composition of the IS outsourcing relationship have influenced the 

performance of the ISOP in case SysDev. This has also been made evident in 

the description of the ISOP as performed in case SysDev. The description 

together with the results of the two workshops constitute the basis for the 

description and explanation of the ISOP provided in Section 6.6. 
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6 Understanding key conditions in case SysDev 

 

The chapter presents the analysis of case SysDev. The analysis comprises two parts: (1) the 

identification of key conditions, their significance and relation to the ISOP and (2) the de-

scription and explanation of the ISOP. The analysis contains both empirical and theoretical 

parts from which contributions are combined to provide fruitful foundation for the reconsidera-

tion of The IS OUT Framework.  

 

 

6.1 Analytical approach: an overview 

Figure 6.1 illustrates the different parts of the analysis together with reading 

instructions. The figure is further described below. 

 

 

Figure 6.1: Analytical approach: an overview 
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The analysis is framed by the relationship perspective and the success perspec-

tive. Viewpoints from both the client and the supplier perspective have guided 

the identification of key conditions and are included in the relationship perspec-

tive. Previous research shows on the importance of a partnership for successful 

IS outsourcing and has therefore been of relevance to the identification of key 

conditions. As the aim of this study is to contribute knowledge of ISOP 

success, the success perspective has further framed the interpretation of 

identified key conditions. This means that key conditions, based on their 

identified relation to the ISOP, influence on the satisfactory practice and 

outcome of the ISOP. The first part of the analysis shows the significance of 

key conditions and their relation to the ISOP. In other words, the key 

conditions and their significance contribute to an increased understanding of 

what needs to be managed and when for ISOP success. Analysis part II includes 

the description and explanation of the ISOP towards a generic presentation of 

the ISOP. The description and explanation of the ISOP include findings in 

analysis part I, which include the key conditions that positively or negatively 

influence the ISOP or specific phases of the ISOP. In other words analysis part 

II contributes to a better understanding of ISOP success in terms of what to be 

done, by whom, and how. The analysis findings provide a fruitful foundation for 

reconsidering The IS OUT Framework and conclusions in relation to the 

management of IS outsourcing. How each part of the analysis has been 

accomplished is described in more detail in subsequent sections. 

 

The first part of the analysis (analysis part I) comprises the analysis of key condi-

tions, their significance and relation to the ISOP. Figure 6.2 provides an over-

view of the first part of the analysis. The figure illustrates that the first part of 

the analysis constitutes three stages – (1) key conditions as described from an 

empirical perspective, (2) key conditions as described from a theoretical per-

spective, and (3) combining empirical and theoretical contributions – which 

result in findings that contribute fruitful categorisations of key conditions in 

relation to the ISOP.  

 

The analysis stages 1-3 are framed with dotted lines, which symbolise that they 

are described further down (see Figure 6.3 where the same notation is used). 

The curved arrows in Figure 6.2 illustrate the interplay between different stages 

of the analysis.  
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Figure 6.2: Overview of the first part of analysis: analysis stages and analysis results 

 

To understand how the three stages of analysis provide findings that contribute 

to the categorisation of key conditions, the three stages of analysis are hereafter 

described in more detail. For stage one and two respectively, the identified key 

conditions are related to the units of analysis (see Figure 6.4 for an overview): 

 organisational levels (strategic, operative, systems) 

 actors (supplier, client, IS user) 

 phases of the ISOP (evaluation, negotiation, transition, middle) and 

 the IS outsourcing relationships 

 

Key conditions and their relation to the units of analysis are described from an 

empirical perspective (stage one) as well as from a theoretical perspective (stage 

two). In Figure 6.3 analysis stage one is marked with bold dotted lines, which 

symbolise that this stage of analysis is described further down (see Figure 6.4). 

Underlining is used to further visualise how Figure 6.3 and Figure 6.4 are con-

nected. 
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Figure 6.3: Overview of the first part of analysis: further description of analysis stages 

 

The first part of the analysis, stage one, starts with the identification of key con-

ditions in relation to the organisational levels (described in section 6.2.1). 

Thereafter the key conditions are identified in relation to the actors (described 

in section 6.2.2). As a result of identifying key conditions in relation to the 

organisational levels and the actors the key conditions’ relation to the phases of 

the ISOP unfolds. This is mainly a result of the application of respondent 

positions and roles and how respondents discuss a certain key condition. With a 

position/role follows responsibility and work tasks that indicate during which 

phase of the ISOP the actors, in certain positions/roles, are performing in 

cooperation with other actors.  

 

Key conditions identified as related to the different organisational levels are also 

related to the client–supplier relationship. More precisely these key conditions 

influence the client–supplier relationship at the strategic level, operative level 

and systems level. Figure 6.4 shows how the units of analysis in the first stage 

of the first part of the analysis are related to each other. 
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Figure 6.4: First part of analysis, stage one: units of analysis and their interrelation 

 

Stage two of the first part of the analysis is based on how the key conditions are 

described in theory. The IS OUT Framework and contributions of previous 

literature reviews (see Chapter 4) constitute the foundation for the theoretical 

description (see overview in Figure 6.3). The significance of key conditions 

from a theoretical perspective contributes to the identification of the relation of 

key conditions to the different units of analysis.  

 

In the third stage of the first part of the analysis empirical and theoretical 

contributions are combined to provide insights into the significance of each key 

condition and how the key conditions are related to the ISOP (Figure 6.3). The 

units of analysis are used to relate key conditions to the ISOP. The first part of 

the analysis resulted in the identification of how key conditions can be cate-

gorised in a fruitful manner. Since the number of identified key conditions en-
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tails a certain level of complexity, the categories are intended to provide a struc-

ture that contributes more understandable key conditions from a management 

perspective.  

 

Even if the presentation of the first part of the analysis suggests a sequential 

process, the analysis has in fact been iterative with interplay between the dif-

ferent stages of analysis (illustrated through the curved arrows in Figure 6.2 and 

Figure 6.3). This is mainly a result of empirical data impacting on theory and 

vice versa.  

 

The description and explanation of the ISOP constitutes the second part of the 

analysis (analysis part II). The second part of the analysis is a result of combining 

the conceptual description of the ISOP presented in Chapter 4 and the descrip-

tion of the ISOP as performed in case SysDev (presented in Chapter 5). Com-

bining the theoretical and empirical descriptions of the ISOP resulted in the 

identification of primary activities, primary actors and main output and goal. 

Further, this part of the analysis contributed to the identification of distinctive 

characteristics of the ISOP. The analysis part I contributed to the identification 

of important roles and how key conditions are related to the phases of the 

ISOP. Figure 6.5 provides an overview of the second part of the analysis.  

 

 

Figure 6.5: Overview of second part of analysis 

 

The contributions from the analysis provide a fruitful foundation for recon-

sidering The IS OUT Framework presented in Chapter 7. Next, the analysis is 

presented, starting with analysis part one.  
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6.2 Analysis part I: key conditions – an empirical perspective 

The first stage of the analysis part I includes description and explanations of 

key conditions from an empirical point of view. The analysis starts by discus-

sing the key conditions in relation to the organisational levels and continues by 

discussing them in relation to the actors. In turn, these two steps of analysis 

clarify how the identified key conditions are related to the phases of the ISOP 

as well as to the IS outsourcing relationships. 

 

6.2.1 The organisational levels as unit of analysis 

The key conditions identified as related to the organisational levels are sum-

marised in Table 6.1. 

 

Table 6.1: Key conditions identified as related to the organisational levels 

Key conditions 

 Culture  Face-to-face meetings 

 IS characteristic  Change management 

 Knowledge  Project management 

 Geographical location of key actors  Language 

 Communication  Openness 

 Expectations  Personal skills 

 Performance indicators  Responsibility 

 Technical infrastructure  Trust 

 Transition strategy  ISD methodology 

 

The term used for key conditions is the same irrespective of organisational 

level. In other words the key conditions are denoted the same irrespective of 

relation to the respective organisational level. However, what is more inter-

esting is how the significance of a key condition differs between the levels. The 

following presentations will therefore provide descriptions of the key con-

ditions from an empirical point of view. These descriptions show how actors at 

different organisational levels convey a key condition. In turn these point to 

differences and similarities regarding a key condition dependent on organisa-

tional level (this is exemplified in Section 6.5.1). In the following section the key 

conditions identified as related to the strategic level are described. 
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The strategic level 

The strategic level is represented by client and IS supplier actors. The supplier 

management at the client firm and the client management at the IS supplier firm 

are actors with certain business responsibility. Further, the business unit 

management at the IS supplier firm relates to the strategic level, since it is the 

business unit manager who is responsible for the specific business unit included 

in the outsourcing engagement. The key conditions identified as related to the 

strategic level are as follows: 

 

 Culture 

 IS characteristic 

 Knowledge 

 Geographical location of key 

actors 

 Communication 

 Expectations 

 Performance indicators 

 Technical infrastructure 

 Transition strategy 

 

 

In the subsequent sections these key conditions are described and explained 

from an empirical point of view. 

 

The respondents point to the relevance of considering cultural aspects when 

entering a relationship with an actor located abroad. Culture (national, organisa-

tional) influences opinions on how the business should be run and the kind of 

expectations the business should fulfil. When the respondents talk about cul-

ture, they point to values and norms, management power structure and way of 

working as influenced by the cultures involved. To exemplify, one of the 

respondents mentions the difference between hierarchical and flat organisa-

tional structures and their varying degrees of openness. In hierarchical organisa-

tional structures the employees do not question managers whereas in flat 

organisational structures consensus is often the goal. The management power 

structure applied has consequences for the applied leadership and how informa-

tion is shared intra- and inter-organisationally and who has the authority to take 

a decision. In case SysDev different get-to-know activities were conducted to 

reach an understanding of each other’s culture and way of working. The busi-

ness unit manager (respondent S6) thinks, however, that learning by doing is the 

best way to learn other cultures since values and norms are manifested in 

behaviour. When entering an international relationship the actors need to be 

open-minded and flexible in order to understand cultural differences. 
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One of the respondents (S6) explains that outsourcing of IS that is characterised as 

user-intensive, as the system in case SysDev, requires a receiving party that has 

a similar way of thinking. This he believes was one of the reasons for choosing 

a fairly geographically close business partner for the transfer. Besides consi-

dering the geographical location of the receiving unit, the respondents (S14 and 

S6) think that it is important to consider knowledge. To exemplify, in case SysDev 

it was important to evaluate that the receiving unit had the necessary compe-

tence to take over responsibility. The respondents (C1b and S14) further think 

that experiences from previous cases of outsourcing are necessary to succeed 

with IS outsourcing. According to one of the respondents (C1b), existing 

structures and guidelines for IS outsourcing need to be adapted to the specific 

case of outsourcing, for example, depending on the characteristics of the IS. 

 

The respondents think that the geographical location of key actors needs to be 

reflected upon to reach a competitive advantage. One of the IS supplier 

respondents (S14) values closeness to the client since closeness makes it possible 

to meet face-to-face more regularly and to build a good relationship with the 

client. Thus, closeness is seen as a competitive advantage. That client–supplier 

interactions can be held in a native language is a further advantage. Conse-

quently, a client interface that is located in the same country as the client is 

valued. The client interface should preferably be a person with great knowledge 

about the outsourced IS. In case SysDev the client interface was a result of 

creating an IS supplier delivery organisation made up by an onsite unit and a 

captive centre. More specifically, the local capacity became the client interface, 

which brought advantages, for example, that they could speak in their native 

language, that they did not have to bother about time zones differences, and 

that they shared cultural values. Further, geographical proximity is seen as an 

advantage since it increases the chance of cultural compatibility. When negotia-

ting geographical location for the receiving unit in case SysDev, conditions such 

as geographical distance, cultural compatibility, linguistic qualifications and 

business understanding were discussed.  

 

The respondents point to the importance of maintaining a good dialogue 

among the persons performing the ISOP. Managers need to discuss the on-

going work and how the relationship works. One of the respondents (C1b) men-

tions that communication between the client and the IS supplier (onsite unit) is 

very easy due to shared values and same terminology. Another respondent (S14) 

mentions the significance of the internal communication. The people at the on-
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site unit need to maintain a dialogue that reflects what they can do to add more 

client value. 

 

The respondents emphasise the importance of discussing actors’ expectations of 

each other during the early phases of the ISOP. Expectations relate, for 

example, to roles and responsibilities, the assignment, and way of working. One 

of the respondents (S14) thinks that it is difficult to find a business partner that 

understands the expectations that you have of each other. This is partly a result 

of the organisational culture influencing how people think about business. He 

continues saying that the best solution is to find a business partner who under-

stands the requirements. The respondent explains: “Because it is incredibly easy 

to misunderstand each other so you have to interact about many different 

things. […] and it is especially in the beginning.” The respondent thinks that it 

is absolutely necessary to meet face-to-face, not until then you are able to 

understand each other. For example, before a knowledge transfer you have to 

be sure that the set way of performing the transfer is agreed on by both parties. 

The assignment and client’s expectations need to be understood by the 

supplier. This means ascertaining that you talk about the same thing; that the 

meaning of a concept is the same, and that you have reached consensus. One 

way of meeting this requirement is through a clearly written contract. However, 

the best solution to reach an agreement is to meet and discuss the assignment. 

One of the respondents (C1b) explains it: “Very much is about that we have 

reached a consensus, that we understand each other, what is expected. Because 

it is impossible to describe everything in a contract.” The IS supplier respon-

dents explain the relationship with the client as long and good which positively 

influenced the degree to which they had to monitor each other. Conversely, the 

relationship with the captive centre was new, which meant that they had to find 

out who should take over responsibility from whom and discuss the structure 

of ways of working. Consequently, awareness of each other’s expectation de-

pended on how clearly roles and responsibilities were expressed.  

 

The respondents mention that performance indicators, or KPIs using the words of 

the respondents, are used to continually evaluate the deliveries and the IS 

supplier’s delivery organisation. These KPIs are generic, thus used to measure 

any business, not just the case SysDev. The deliveries are measured using indi-

cators such as cost, price per hour, system quality, in-time deliveries, require-

ment fulfilment, and response times for change requests. By using KPIs it was 

possible to compare work pace before and after the transfer. The transfer in 
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itself was not evaluated using any other KPIs. However, they made sure that it 

progressed as planned. As the transfer was run in parallel with the on-going 

business, KPIs were used to evaluate the business in a common manner. In 

case SysDev the client had the requirement that the KPIs should remain at the 

same level as before the transfer.  

 

The delivery organisation is also evaluated using what the respondents call soft 

measures or subjective evaluations. This means that some people at the client 

firm answer a questionnaire including questions related to level of satisfaction 

and the IS supplier’s level of creativity, proactivity and competence. The result 

of this evaluation is then presented to the IS supplier and if actions need to be 

taken they are discussed with the IS supplier. 

 

Also the client–supplier relationship is evaluated although in a more informal 

way. As the customer manager (S14) describes it: “A bad relationship shines 

through in KPI measures, irrespective of if it is internally or if there is trouble 

with the client.” To prevent bad feelings the respondent further states the im-

portance of creating a feeling of ‘we’ and not ‘we and them’. This counts 

especially if the relationship is constituted by partners belonging to the same 

corporation, such as the relationship between the onsite unit and the captive 

centre.  

 

Experience shows that it is important to be proactive when it comes to the set-

up of a technical infrastructure that should be shared with a receiving unit. The 

customer manager (S14) explains this when he says that often it is assumed that 

it is an easy task to set-up an IT-solution. However, since it involves many 

people who have to approve different things it takes a lot more time than is 

often expected. The respondents state that before a transfer it is important to 

plan the technical infrastructure as thoroughly as possible. This includes, for 

example, making sure that the receiving organisation has access to networks, 

application operations and databases, taking care of licensing issues and other 

infrastructure related things. One of the respondents (S6) talks about the tech-

nical infrastructure as a prerequisite for succeeding with IS outsourcing.  

 

At the strategic level, the importance of a carefully planned transfer is empha-

sised. To succeed with the transfer, a transition strategy that includes the possi-

bility for people to meet and spend a lot of time together is necessary. Face-to-

face meetings promote the building of relationships, system learning and the 
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understanding of each other’s cultures. Frequent follow-ups should be planned 

so that the knowledge transfer is controlled and guaranteed. Time dedicated for 

the transfer depends on the systems complexity and client’s requirements. The 

customer manager (S14) explains: “If you take the KPIs and if you allow a dip 

then you can conduct the transfer faster, but if it is absolutely forbidden to have 

any dips and if perhaps the field is tricky in any way then it will take longer.” 

 

The previous descriptions provide an overview of how actors at the strategic 

level convey key conditions in relation to the practice of the ISOP. To 

summarise, the key conditions and their significance are given in Table 6.2. The 

parts in bold type highlight central aspects from a strategic level perspective. 

 

In the following section the key conditions identified as related to the operative 

level are described and explained.  

 

The operative level 

The actors representing the operative level have to some degree responsibility 

for the practice of the ISOP. It includes the operative management of human 

resources, the daily business, the IS, project administration and ISD. The key 

conditions identified as related to the operative level are as follows: 

 

 Technical infrastructure 

 Transition strategy 

 IS characteristic 

 Face-to-face meetings 

 Change management 

 Project management 

 Communication 

 Language 

 Openness 

 Knowledge 

 Personal skills 

 Responsibility

 

In the subsequent sections these key conditions are described and explained 

from an empirical point of view. 
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Table 6.2: Key conditions and their significance from a strategic level perspective 

Key conditions Central aspects 

Culture Culture influences opinions on how the business should be run and the 

kind of expectations to be fulfilled. Values and norms, management 

power structure and way of working are based on the prevailing cultural 

settings. 

IS characteristic IS, characterised as user-intensive, require a receiving party that has a 

similar way of thinking. The complexity of the IS should influence 

time allotted to the transfer and the activities included in the transfer. 

Knowledge The competence level among the people taking over responsibility needs 

to be considered. Experiences from previous cases of IS outsourcing 

should partly guide new instances of the ISOP. 

Geographical 

location 

of key actors 

Closeness is seen as a competitive advantage since short distances 

facilitate traveling and reduces cultural differences. The client interface 

should be located in the same country as the client to avoid linguistic 

problems and should have great knowledge about the outsourced IS.  

The delivery organisation should preferably be made up by both dome-

stic and international resources. 

Communication  Managers need to maintain a good dialogue among the persons per-

forming the ISOP. Shared values and terminology facilitate communi-

cation. An internal dialogue at the supplier firm should be maintained to 

reflect how client value can be increased. 

Expectations Roles, responsibilities, assignment, requirements and way of 

working should be discussed during the early phases of the ISOP and 

result in a joint agreement. The early discussions should be held face-

to-face as it contributes to the understanding of each other.  

Performance 

indicators 

KPIs and soft measures should be used continually to evaluate 

deliveries and the supplier’s delivery organisation. It is important to 

create a feeling of ‘we’ as bad relationships influence KPI measures in a 

negative way. 

Technical 

infrastructure 

Proactivity should guide the set-up of the technical infrastructure that 

should be shared with the receiving organisation. Before the transfer 

begins the set-up of the technical infrastructure should be carefully 

planned making sure that problems related to access are avoided. A well-

functioning technical infrastructure is a prerequisite for succeeding 

with IS outsourcing. 

Transition 

strategy  

To succeed with the transfer it needs to be carefully planned. The trans-

fer should be distinguished by face-to-face meetings and frequent 

follow-ups. Transfer period depends on IS complexity and client’s 

requirements on KPIs. 
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At the operative level it becomes apparent if the set-up of the technical infra-

structure has succeeded or not. The set-up of the technical infrastructure should 

resolve problems related to security rules, database accesses, licenses and net-

work connections. If such factors have not been solved before the transfer 

starts, it will be difficult to successfully implement the transfer. In case SysDev 

the set-up of the technical infrastructure was accomplished in parallel with the 

transition phase. As a consequence, the technical infrastructure sometimes 

hampered the performance of planned activities. In this context, some of the 

respondents mention the importance of thoroughly planning for the set-up of 

the technical infrastructure and further that it is clear who is responsible for the 

set-up.  

 

The transfer in case SysDev was a little special, partly since it was conducted in 

parallel with the ordinary operational practice, partly since there was no client 

budget allocated to the transfer. These conditions had to be reflected in the 

transition strategy. Since there was no budget, it affected activities promoting 

things such as relationship building, cultural understanding, and knowledge 

transfer. Further, it was sometimes problematic to prioritise the transfer 

activities since they should be done in parallel with the on-going business. The 

characteristics of the IS and the knowledge level among the persons at the 

captive centre were also considered in the transition strategy. 

 

The characteristic of the IS was considered when deciding upon the smoothest way 

of phasing out the business. This was also something that was reflected on 

when deciding on the duration for the transition phase. A long transfer period 

was discussed as a prerequisite for succeeding since the persons at the captive 

centre could be supported as they encountered new IS problems. Since the IS 

are built to support different business areas at the client firm, novices have to 

work with it for a long time to understand it. Thus, to manage the user 

requirements, understanding of the IS users’ way of working is required. This 

was the reason why complex IS related areas were not transferred. 

 

Activities including learning by doing imbued the knowledge transfer. Further, 

communication on a daily basis was believed to be a reason for succeeding with 

the transfer. The transfer of knowledge and responsibility was continually to be 

followed up and checked with the person receiving responsibility. Otherwise 

unrealistic expectations could arise about what the receiving unit should be 

capable of performing. The transition phase should also include face-to-face 
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meetings, including, for example, working together and different socialising 

activities. The respondents at the operative level emphasise the importance of 

face-to-face meetings to succeed with IS outsourcing. One of the respondents 

(S7) thinks that it is not until you have met face-to-face that you can start to 

build a real relationship. Further face-to-face meetings promote the creation of 

a feeling of ‘we’ instead of ‘we and them’.  

 

To succeed with a transfer it must to be communicated internally in advance 

long before the transfer starts. Managers need to inform staff about the transfer 

and what consequences there will be. In other words, the sending side must be 

prepared for the transfer mentally. One of the respondents (S9) says: “Whether 

the transfer is successful or not depends on how motivated and committed the 

persons performing the transfer are.” For the onsite unit the transfer brought a 

lot of changes. Change management is thus significant and managers need to 

handle it in a professional way so that the actors in the retained organisation are 

still motivated. 

 

Also project management is challenging during the transfer but also as the transfer 

has been completed. In case SysDev the project management had to make sure 

that work was transferred gradually and at the same time manage the on-going 

projects. One of the respondents mentions the importance of an experienced 

project manager that is aware of the difficulties that may arise during a transfer. 

Besides experiences from ordinary project administrative work, the project 

management needs to possess system knowledge, thus being able to understand 

the project from the designers’ point of view. As work have been transferred it 

is important to create arenas for information sharing. One of the respondents 

(C1a) says: “You should be able to work as if you were sitting in the same 

office.” A big difference between managing an internal project and a project 

where the team members are geographically dispersed is yet how to remain 

project control. Hence it follows that information sharing and information 

exchange are important when the information given is the basis for controlling 

project status.  

 

At the beginning, project management was kept onsite but later transferred to a 

great extent to the captive centre. As some responsibility was kept at the onsite 

unit the project managers could support each other and in a way complement 

each other. Whereas the project manager at the onsite unit has a clear vision of 

what the client wants, the project manager at the captive centre is technically 
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talented and has the capability to envision a system solution that fulfils client’s 

needs.  

 

Communication is one of the key ingredients in a successful client–supplier rela-

tionship. When the actors are geographically dispersed, communication may be 

hampered, partly because of that the actors need to communicate in a foreign 

language, partly because of dialects and differences in used terminology. It is 

therefore suggested that spoken communication should be supplemented with 

written notes. Besides this, actors need to create an understanding of how 

cultural aspects influence communication. One of the respondents (S13) ex-

plains: “[W]hat is absolutely important is how you learn to communicate in an 

efficient and effective manner, or in order to understand each other. And then 

of course culture is very important, how to interpret what is really said.” To 

prevent communicative misunderstandings it is important to spend time 

together. One of the respondents thinks that face-to-face communication 

contributes to informal relationships, which facilitate distant communication 

and understanding. Different tools for distance communication need to supple-

ment ordinary forms of communication technologies, such as telephone and e-

mail.  

 

Language is discussed among the respondents at the operative level as a source 

of misunderstanding. As English is not the native language of any of the actors, 

linguistic problems sometimes contribute to misunderstandings and thus in-

fluence cooperation. As a consequence, the persons at the onsite unit some-

times feel a need to control performance. Through face-to-face meetings, prob-

lems related to language can however be reduced. Another way of managing 

linguistic problems is that spoken information is also exchanged in written 

form.  

 

Openness is experienced as one of the strengths in a successful client–supplier 

relationship. Openness could best be described as feeling free to say what you 

want. There is an open dialogue where you feel free to discuss problems, 

barriers and risks, which in turn contribute early risk recognition. You can 

question things and each other without being judged. The respondents at the 

operative level emphasise that openness is an important factor for succeeding 

with IS outsourcing. Face-to-face meetings are important in creating openness. 
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The people performing the ISOP need to possess certain knowledge including for 

example experience gained from previous cases of IS outsourcing. Some of the 

respondents point out that in this case both system and business knowledge 

was required. Further, they think that the persons performing the ISOP need to 

have a certain level of basic competence. By this they mean that the persons 

should have experience from working on projects and from working with 

similar development activities. Systems knowledge is necessary to be able to 

take own decisions and to be assigned responsibility for certain activities. Per-

sonal characteristics such as ambition, talent and competence should distinguish 

the persons performing the ISOP. Further personal skills and especially 

commitment are described as crucial at the operative level. Committed persons 

are known as motivated, helpful, hard-working and willing to invest personally 

in work activities. One of the respondents talks about the risk of losing 

expertise as a result of outsourcing. One of the respondents (S13) explains: “The 

risk when you are not involved in coding and designing is that we are losing 

expertise in this business area which in turn affects decision-making, that is, 

taking the right decision.” 

 

With roles follow responsibility and expectations. At the operative level distinctive 

roles and a description of the responsibility following the roles are important. 

However, as one of the respondents (C2) puts it, roles and responsibilities 

should already have been discussed at the start of the transfer. At this stage of 

the process, people need to know who performs what and how work should be 

delegated. Besides formal responsibility, it is important that people have a 

shared feeling of responsibility for the transfer, the operative work and the 

client. A shared feeling of responsibility is important to succeed.  

 

The previous descriptions provide an overview of how actors at the operative 

level convey key conditions in relation to the practice of the ISOP. To 

summarise, the key conditions and their significance are given in Table 6.3. The 

parts in bold type highlight central aspects from an operative level perspective. 

 

In the following section the key conditions identified as related to the systems 

level are described and explained. 
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Table 6.3: Key conditions and their significance from an operative level perspective 
(to be continued) 

Key conditions Central aspects 

Technical 

infrastructure 

A well-functioning technical infrastructure is a prerequisite for 

transfer success. The set-up of the technical infrastructure should be 

managed before the transfer starts. 

Transition 

strategy 

 

Prevailing conditions should govern the transfer. A budget should be 

allocated to the transfer so that transfer activities are prioritised. The 

characteristics of the IS and the knowledge level among the 

receiving unit should guide the phasing out of the business. Face-to-

face meetings, learning by doing and communication on a daily 

basis are of great importance for a transfer. 

IS characteristic The characteristic of the IS should be considered when deciding upon 

the smoothest way of phasing out the business and the time devoted 

to the transfer. Tailor-built systems, supporting different business 

processes, have consequences for the time required to learn the 

system. 

Face-to-face 

meetings 

Face-to-face meetings are a necessity in the building of relationships 

and for succeeding with IS outsourcing. Face-to-face meetings pro-

mote the creation of a ‘we’ feeling. 

Change 

management 

Managers need to share information about the transfer so that the 

persons concerned are mentally prepared. Change management is im-

portant to keep up motivation within the retained organisation. 

Project 

management 

Project management should create arenas for information exchange to 

control project status. The project management needs to be responsive 

to the problems that may arise during the transfer.  

Communication Key ingredient in a successful client–supplier relationship. Language, 

dialects, differences in terminology and cultural aspects are causes of 

misunderstandings when actors are geographically dispersed. Conse-

quently, it is recommended that spoken communication is comple-

mented with written notes. Face-to-face meetings contribute to 

informal relationships, which facilitate distance communication.  

Language Linguistic problems are causes of misunderstandings, which in turn 

influence cooperation. Linguistic problems have consequences such as 

the need of controlling performance. Linguistic problems can be reduced 

through face-to-face meetings and supplementing oral information 

with written notes 

Openness Open climate where actors can feel free to discuss whatever they 

want. Face-to-face meetings contribute to the creation of openness. 

Openness is important for succeeding with IS outsourcing.  

Knowledge Actors need experience from previous cases of IS outsourcing. 

Further, they need to have a certain level of systems knowledge to be 

assigned responsibility. Outsourcing includes the risk of losing exper-

tise. 
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Table 6.3 (continuation): Key conditions and their significance from an operative 
level perspective  

Key conditions Central aspects 

Personal skills  Committed actors are crucial during a transfer and the subsequent 

operational practice. Committed persons are known as motivated, 

helpful, hard-working, and willing to personally invest in work activi-

ties. 

Responsibility Before the transfer begins, roles and responsibilities need to be de-

scribed and communicated. The actors should share a feeling of 

responsibility for the transfer, the operative work and the client. A 

shared feeling of responsibility is important to succeed. 

 

The systems level 

The actors at the systems level work with system design, system construction, 

and operational support. The key conditions identified as related to the systems 

level are as follows: 

 

 Language 

 Trust 

 Technical infrastructure 

 Communication 

 Culture 

 IS characteristic 

 ISD methodology 

 Knowledge 

 

In the subsequent sections these key conditions are described and explained 

from an empirical point of view. 

 

During the transfer the persons representing the captive centre were allocated 

mentors from the onsite unit. The idea was that the persons at the captive 

centre should perform developing work together with the mentor and further, 

the mentors should be available when the new team members encountered 

problems. This resulted in daily contact, either via available ICT tools or via 

telephone calls. The respondents experienced that communication sometimes 

was hampered due to linguistic problems. Linguistic problems arose because 

the respondents were not able to speak in their native language. Differences in 

language resulted sometimes in misunderstandings, which in turn influenced 

cooperation. One of the respondents (S11) states: “What is critical is language, 

because misunderstandings can arise as a result of not knowing the language. It 

is really difficult if you cannot understand each other.” To reduce problems 

related to language, the spoken word should be complemented with written 
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notes. Some of the respondents even talked about the ability to speak in native 

language as a precondition for building a good relationship.  

 

The respondents at the systems level emphasise trust as a key ingredient in a 

relationship. Trust is characterised by reliability, honesty, safety and sympathy. 

Face-to-face meetings, fulfilled commitments, open problem discussion, and 

the ability to make own decisions contribute to the creation of trustworthy 

relationships. When trust exists, it is demonstrated by the delegation of respon-

sibility. For the new team members to feel safe in the relationship, trustworthy 

leadership is necessary.  

 

The captive centre experienced problems as a result of working remote. Access 

problems related to hardware, applications and networks have made it difficult 

for the captive centre to perform work at times. One of the respondents (S11) at 

the onsite unit thinks that to succeed with outsourcing the access issue is 

crucial: “That you really check that they can do what they are charged for. It is 

important that you guarantee this at an early stage.” A non-functioning technical 

infrastructure results in delays and thus becomes a source of irritation.  

 

Good and frequent communication is expressed at the system level as the 

foundation for successful IS outsourcing. Due to the geographical distance 

communication is dependent on different communication tools (ICT tools), 

which are to contribute to communication smoothness. Since distance com-

munication is experienced as less qualitative than face-to-face communication it 

is recommended that spoken communication is also documented in written 

form. As a result, the risk of misunderstandings due to differences in language, 

for example, is reduced. 

 

Different cultures become obvious through differences in way of working. The 

more similar the work culture is, the better, thus differences in work culture 

should not be neglected. The team members at the captive centre experience 

the Swedish work climate as open and friendly, resulting in that people are 

more involved in discussions and meetings. At the captive centre team 

members are more silent and do not questions things, especially when someone 

in a management position is present. One of the respondents (S12) describes it 

as having respect for hierarchy. Differences in way of working influence the 

team members’ expectations of each other. For example, one difference in case 

SysDev was the attitude towards the work to be performed: merely in accor-
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dance with the assignment versus taking the initiative to create a well-func-

tioning solution.  

 

The respondents at the system level describe the characteristic of the outsourced IS in 

terms of complex and huge. Thus, it is difficult as a novice to understand the IS 

in its entirety. Consequently, it is important that those who are IS experts, in 

case SysDev represented by the allocated mentors, are available during the stage 

of learning. As the delivery organisation is composed of two geographically 

dispersed units, the learning stage should be supported by different ICT tools. 

Learning by doing, reading system documentation, participating in prestudy 

work and performing IS work together promote IS learning. Despite good 

conditions for learning, the respondents emphasise the time required for 

learning the system in its entirety.  

 

In case SysDev, Scrum was the applied ISD methodology. The respondents 

describe that the way of working with Scrum has contributed to a team feeling 

where everyone is responsible for the whole project. The daily scrum meeting 

and scheduled sprint demos are moments of learning, which also give the 

opportunity to get to know each other better. Daily contact also promotes risk 

management as risks and problems can be managed in a proactive manner. 

Frequent client involvement, such as during sprint demos, contributes to the 

understanding of client’s way of working and business processes.  

 

At the system level, IS knowledge is crucial. Consequently, various moments of 

learning should be created as part of daily development work. For example, one 

such activity is that the team members at the captive centre develop detailed 

implementation suggestions to learn about the system. One of the respondents 

(S11) at the onsite unit mentions system knowledge loss a result of outsourcing. 

He goes on to say that knowledge loss should be taken seriously since the 

complexity of the system requires in depth knowledge about how it is 

developed. To be successful in IS outsourcing, the people of the retained 

organisation need to feel that their knowledge is still needed.  

 

The previous descriptions provide an overview of how actors at the system 

level convey key conditions in relation to the practice of the ISOP. To 

summarise, the key conditions and their significance are given in Table 6.4. The 

parts marked in bold type highlight central aspects from a system level per-

spective. 
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Table 6.4: Key conditions and their significance from a systems level perspective 

Key conditions Central aspects 

Language Linguistic problems, that is, misunderstandings, as a result of not being 

able to speak in the native language. To reduce linguistic problems the 

spoken word should be complemented with written notes. Speaking 

in one’s native language contributes to the building of a good 

relationship. 

Trust 

 

Trust is a key ingredient in a relationship and is demonstrated by 

the delegation of responsibility. Trust is recognised by reliability, hon-

esty, safety and sympathy. A trustworthy leadership creates a feeling of 

safety in new relationships.  

Technical 

infrastructure 

Remote working requires access to hardware, applications and networks. 

A well-functioning technical infrastructure is crucial for succeeding 

with IS outsourcing. A non-functional technical infrastructure is a 

source of irritation. 

Communication Communication constitutes the foundation in a successful outsour-

cing relationship. In distant relationship, communication is dependent 

on communication tools (ICT tools), which are to contribute to 

communication smoothness. Distant communication should be in 

both spoken and written form to reduce misunderstandings.   

Culture Differences in work culture should not be neglected. The work culture 

influences how people behave in different situations and the kind of 

expectations they have. 

IS characteristic Outsourcing the development of complex and huge IS requires 

availability of IS experts during the stage of IS learning. The learning 

stage needs to be supported by different ICT tools. Despite good 

conditions for IS learning, people need to be aware of the time required 

to learn the IS in its entirety.  

ISD 

methodology 

The fundamentals of the agile approach Scrum, such as the daily 

scrum meeting, sprint demos and frequent client involvement, contribute 

to the creation of a team feeling where everyone is responsible for a 

successful project performance. 

Knowledge IS knowledge is crucial implying that various components of learning 

should be included as part of daily development work. A risk in-

volved in outsourcing is IS knowledge loss. Depending on the charac-

teristics of the IS, knowledge loss needs to be taken more or less 

seriously. The people that are part of the retained organisation after an 

outsourcing need to feel that their knowledge is still needed. 

 

As a result of relating the identified key conditions to the different organi-

sational levels it becomes evident how actors at different organisational levels 

convey the key conditions. This contributes also to a better understanding of 

how key conditions’ relate to the ISOP, which is presented next. 
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Organisational levels as unit of analysis: contributions 

The relation of key conditions to the organisational levels shows that the im-

portance of the key conditions depends on actors’ role and work tasks in the 

ISOP. Key conditions identified as related to the different organisational levels 

are also of relevance to inter-organisational relationships. The different 

organisational levels should not be perceived as isolated from each other. In-

stead they should be regarded as working areas distinguished by actors’ mutual 

exchanges. When a key condition is represented in the three organisational 

levels, it signifies that actors in the ISOP have a mutual interest on this issue. 

Hence, it follows that the key conditions can be interpreted as conditions for 

intra-organisational and inter-organisational alignment. The key conditions that 

unite the organisational levels in case SysDev are: 

 technical infrastructure 

 communication 

 knowledge 

 IS characteristic 

 

Furthermore, by relating key conditions to the organisational levels, it contri-

butes to the identification of how key conditions’ are related to different phases 

of the ISOP. Figure 6.6 illustrates the key conditions related to each organisa-

tional level and further the key conditions’ relation to different phases of the 

ISOP. The latter is a result of: 

 the positions and roles represented by the respondents 

 the respondents’ responsibilities and work tasks 

 the respondents’ participation in different ISOP phases 

 how the respondents at each organisational level convey the key condi-

tions and 

 the author’s own interpretation. 

 

The key conditions in bold type are the ones uniting the three organisational 

levels. 
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Figure 6.6: Key conditions and their relation to the organisational levels  
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6.2.2 The actors as unit of analysis 

Actors are the ones performing the ISOP, in case SysDev represented by the 

client, the IS supplier’s onsite unit and the captive centre, and the IS users. The 

key conditions identified as related to these groups of actors are summarised in 

Table 6.5. 

 

Table 6.5: Key conditions identified as related to the actors 

Key conditions 

 Technical infrastructure 

 Transition strategy 

 Knowledge 

 Language 

 Culture 

 ISD methodology 

 Communication 

 Change management 

 Control 

 Openness 

 Trust 

 IS characteristics 

 Responsibility 

 Key person  

 Face-to-face meetings 

 Geographical location of key actors 

 Expectation realisation 

 Satisfaction 

 Relationship 

 Performance indicators 

 Communication interface 

 Project management 

 System quality 

 

In the following section the key conditions identified as related to the IS 

supplier’s onsite unit are described and explained. 

 

IS Supplier: onsite unit perspective 

The IS supplier’s onsite unit is represented by actors performing at the strategic 

level, operative level, and systems level. More specific the onsite unit is repre-

sented by actors managing the specific business unit, the on-going projects and 

the CM system. In other words the following presentation provides in a way a 

holistic view of the practice of the ISOP from an onsite perspective. 
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The key conditions identified as related to the IS supplier’s onsite unit are as 

follows: 

 

 Technical infrastructure 

 Transition strategy 

 Knowledge 

 Language 

 Culture 

 ISD methodology 

 Communication 

 Change management 

 Control 

 Openness 

 Trust 

 IS 

 Responsibility 

 Key person 

 Face-to-face meetings 

 Geographical location of key 

actors

 

In the subsequent sections these key conditions are described and explained 

from an empirical point of view. 

 

When discussing the technical infrastructure, the common view among the respon-

dents is that the technical infrastructure needs to be managed in a proactive 

manner. With proactive is meant that the set-up of the technical infrastructure 

must be managed and planned for in the early phases of the ISOP. Otherwise 

as experience shows there will be problems and thus a source of irritation. 

Consequently, a well-functioning technical infrastructure is discussed in terms 

of a prerequisite for succeeding with IS outsourcing. By well-functioning is here 

meant that the persons working remotely have access to the development 

environments (e.g. servers, networks, applications) necessary to performing 

work.  

 

The respondents acknowledge the importance of setting up a transfer project 

with a dedicated project manager and transfer budget. As a result, transfer 

activities are prioritised and do not have to compete with on-going operational 

work. If the transfer is performed in parallel with on-going work, this should be 

reflected in the transition strategy. To exemplify, more simple development work 

should characterise the start of the transfer especially when the new team 

members are not familiar with the IS. Thus, the knowledge level among the 

persons at the receiving organisation should influence how the transfer is 

implemented. The transition phase should be preceded by the development of a 

careful transfer plan, which should include a checklist on things that should be 
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transferred. Not until all points have been checked and secured with the 

receiving persons is the transfer completed. The importance of a checklist is 

related to the expectations of what the receiving party is capable of performing 

after the transfer. When the respondents discuss the transfer, they also stress 

the importance of meeting face-to-face, frequent follow-ups and the inclusion 

of activities characterised as learning by doing. The significance of face-to-face 

time is related to the characteristics of the outsourced IS and to the creation of 

an understanding of each other’s cultures. The characteristics of the outsourced 

IS should be reflected on when deciding on the transfer period.  

 

In outsourcing, the transfer of knowledge is crucial. In case SysDev system know-

ledge was successfully transferred as a result of activities such as education and 

hands-on-training supported by mentors. Working in a real project is believed 

to have contributed to the transfer of system knowledge. Yet, the complexity of 

the system influences required time to learn the system in its entirety. Conse-

quently, some of the respondents emphasise the importance of little staff turn-

over at the receiving unit. What has been experienced as more difficult to 

transfer is the client business knowledge. One of the respondents (S10) remarks: 

“I and many with me have worked with this business in 15-20 years and the 

resulting knowledge and experience cannot easily be transferred but is 

something that needs to be self-experienced.” Hence, the importance of client 

contact follows. To exemplify, the team members at the receiving unit should 

be part of project activities where the client has an active role. The risk of not 

being involved in ISD work, as a consequence of outsourcing, is that expertise 

is lost. This has to be reflected in the delegation of systems responsibility 

especially when the system is complex and requires deep knowledge on how it 

is developed. One of the respondents (S13) explains: “The risk when you are not 

involved in coding and designing is that we lose expertise in this business area 

which in turn affects the decision-making, that is, taking the right decision. And 

it is we who take decisions.” To increase the chances of a successful transfer, 

those planning the transfer should re-use experiences from previous transfers. 

 

Language is experienced as having great significance during outsourcing. Lang-

uage barriers, such as differences in language terminology and language skills 

can be reduced through face-to-face meetings. Face-to-face meetings add body 

language to the spoken word, which may reveal if the spoken word is reliable. A 

common language that is mutually agreed on, including an agreed level of 

language skills, is important to avoid misunderstandings and increased workload 
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for some persons. Misunderstandings affect cooperation and how work needs 

to be monitored.  

 

An overall view is that culture and in particular, cultural differences are im-

portant to consider when doing business with a partner located abroad. The 

respondents mention the organisational culture, which is reflected in the way 

the business is run, the kind of expectations and way of working. Further, 

culture is reflected in values and norms. One example is the perceived im-

portance of roles, titles, and positions. One of the respondents (S13) observes: 

“My feeling is that professional roles are rather important in [east European 

country] and that has been a clash of cultures since we are pretty informal in 

Sweden.“ Furthermore, type of management power structure is believed to be a 

result of cultural heritage. In case SysDev this was recognised in the differences 

regarding degree of respect for hierarchy. Whereas the captive centre is seen as 

adapting more of a hierarchical management structure, the onsite unit is adop-

ting a more flat management structure. 

 

As a result of the workshop held with the respondents, it was concluded that 

culture impacts on many issues when transferring business abroad. One sug-

gestion of managing cultural differences is through understanding and accep-

ting them and then reaching a mutual agreement on how performing actors 

should adapt to them.  

 

The way of working as a result of applying the ISD methodology Scrum is judged 

as successful during outsourcing. Among the reasons given are the daily com-

munication and that project information is frequently shared. Further the use of 

Scrum contributed to a cooperative atmosphere. In turn this promotes a team 

spirit even though the team members are geographically dispersed.  

 

Communication is experienced as a key for succeeding with outsourcing. One of 

the respondents (S7) states: “It is about communication, the amount of com-

munication and that there is true communication.” Communication is defined 

as dialogues between performing actors. The actors need to communicate how 

work is progressing and how questions related to the relationship is managed. 

When the team members are geographically dispersed, they are dependent on 

good communication tools (ICT tools). However it is important to make sure 

that communication through a tool never becomes a routine for how develop-

ment problems are solved. Communication may be hampered due to linguistic 



 269 

problems because actors cannot communicate in their native language. More-

over the respondents express that distant communication is less rich compared 

with face-to-face communication. This quotation exemplifies this:  

 

When you communicate via a media you only discuss what is important. 

When you meet and discuss in the corridor, you almost always discuss 

something more than just the intended which may result in that you 

discover other problems or solutions. Thus you lose something impor-

tant when not communicating face-to-face. 

System manager (S8) 

 

Further it is important to find a way of communicating that fits the actors 

performing the ISOP. One of the respondents (S13) thinks that it is important 

to learn to communicate in an efficient and effective manner. The respondent 

explains that she means that you have to learn how to interpret the spoken 

words, to understand what is really said. This can be facilitated by supple-

menting speech with written notes. 

 

The change management has an important role sharing information about the 

transfer. If the retained organisation is not prepared, the employees can easily 

give up. Managers need to inform on what is going to happen and what the 

consequences of a transfer are. One of the respondents (S9) says: “Whether the 

transfer is successful or not depends on how motivated and committed the 

persons performing the transfer are.” The respondents mean that it is the 

managers’ responsibility to motivate their staff and being honest when 

explaining the consequences of a transfer. Management emphasises that it is 

important to discuss outsourcing in positive term: 

 

[…] outsourcing is something that we have to do and we have to do it 

successfully so that we get more assignments. It is our lifeline not our 

death. Being in a leading position […] I have tried to convey, yes, that it 

is something positive, that it is fun […]. 

Line manager (S7) 

 

I mean to get everyone to understand and realise why this happens, to 

avoid opponents. The leadership during the early phases is of most 

importance. Why is this happening? What happens next? Where are we 

going? What will happen with me? It is really important leadership. Make 

people positive, get them to help even though they may feel threatened, 

unsure of what to do in the future. It is a difficult leadership and tough 
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also, there are a lot of feelings. It is important with support from 

management. 

Sub business unit manager (S6) 

 

One of the main differences before and after the transfer is how project status 

can be controlled. As systems responsibility was kept at the IS supplier’s onsite 

unit, a feeling of overall project responsibility exists even though responsibility 

for project performance has been transferred to the captive centre. The 

respondents think that the difficulty lies in the creation of moments of verifi-

cation. The task of evaluating project status has been more difficult because it 

was not part of development work and that the units are geographically 

dispersed. Consequently, the act of communicating problems, risks, ideas and 

other obstacles that may jeopardise the project is particularly important. Further 

activities such as demos of developed solutions can be used as a way of control-

ling project status.  

 

The respondents emphasise that an outsourcing relationship characterised by 

openness is a good relationship. Thus openness can be defined as one of the 

strengths in a successful outsourcing relationship. When a relationship is 

distinguished by openness the actors feel free to say what they want. Openness 

also signifies that the relationship is communicative and that information is 

shared to a high degree. Face-to-face meetings, cooperation and mutually 

agreed decisions contribute to openness.  

 

Good leadership generates trust and a feeling of being safe. The respondents 

think that trust is a result of being reliable; that the expected is delivered, and of 

openness as well as honesty; if there are problems, they will be informed. 

Delegation of responsibility is one way of showing trust. Trust is further 

recognised as freedom under responsibility. To be successful in outsourcing 

trust is vital. If there is no trust, controlling each other becomes important.  

 

When the outsourced IS is characterised as user-intensive it is important that the 

receiving partner has a similar way of thinking about how business should be 

run. The characteristics of the outsourced IS need to be considered when 

planning the transfer. When outsourcing IS such as the CM system, staff 

turnover needs to be curbed. The learning period for mastering the entire CM 

system spans several years. Consequently, it is a catastrophe if someone 

knowing the business and the system inside out should leave either of the firms. 
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It is important that responsibility is shared among the performing actors. This 

becomes particularly important when the delivery organisation is composed of 

units belonging to the same corporation, as in case SysDev. The actors should 

share a feeling of responsibility to reach deliveries that satisfy the client. To take 

responsibility means to perform what has been delegated. However, a pre-

requisite for taking responsibility is that is clearly articulated and documented 

who is responsible for what. This includes how responsibility is shared on a 

business level as well as in the practice of the ISOP. The division of responsi-

bility should be specified in formal documents such as the assignment 

specification and the project instruction. 

 

The respondents mention the importance of a so called key person at the captive 

centre for succeeding with the transfer. The system manager (S8) explains: “You 

must have a strong person [at the captive centre]. If the team does not have a 

leading figure it will be extremely difficult.” The key person is described as a 

person with a great sense of responsibility, both towards the team members and 

the operational business practice. The key person is a person that can motivate 

and lead others both on a technical and a management level. The presence of a 

key person is especially important when the receiving team members are young 

and lack experience of working with complex systems such as the CM system.  

 

To meet face-to-face is emphasised by the respondents as something that is 

absolutely necessary during a transfer. They claim that it is not until you have 

met that you are able to understand each other. Face-to-face meetings should thus 

be included in the transfer activities. In addition, the actors get to know each 

other on a more personal level. One of the respondents (S7) explains: “It is 

incredibly important to get together, it is not enough to run different communi-

cation tools or e-mailing but you have to get a feeling for the person and that 

you like each other. To have a real relationship.” Promoting face-to-face 

meetings is thus interpreted as one way of contributing to the building of 

successful outsourcing relationships.  

 

The geographical location of key actors is discussed in terms of time to travel, time 

zone differences, language and cultural compatibility. With this in mind close-

ness is interpreted as important to consider during the selection of outsourcing 

partner. In case SysDev the receiving unit is located in the east of Europe, 

which was believed to contribute to ease of travel and cultural compatibilities.  

 



 272 

The previous descriptions provide an overview of how actors at the IS 

supplier’s onsite unit convey key conditions in relation to the practice of the 

ISOP. To summarise, the key conditions and their significance are given in 

Table 6.6. The parts in bold type highlight central aspects from an onsite per-

spective. 

 

Table 6.6: Key conditions and their significance from an IS supplier’s onsite unit 
perspective (to be continued) 

Key conditions Central aspects 

Technical 

infrastructure 

The technical infrastructure needs to be managed in a proactive manner. 

Actors working remotely should be able to perform work without having 

to consider access permission to necessary development environments. A 

well-functioning technical infrastructure is discussed in terms of a 

prerequisite for succeeding with IS outsourcing.  

Transition 

strategy 

The transfer should be performed as a project with a dedicated project 

manager and a transfer budget. The transfer should be guided by a 

carefully developed transfer plan including a checklist of things that 

should be transferred. The transfer is not completed until the 

receiving actors have confirmed the transfer of activities. Face-to-

face meetings, frequent follow-ups, and learning by doing should 

distinguish the transfer. The transfer period should be reflected in the 

characteristics of the outsourced IS and the knowledge level among 

actors at the receiving organisation.  

Knowledge System knowledge is preferably transferred by including the receiving 

unit as part of a real project. Transfer of complex systems requires little 

staff turnover at the receiving unit. The transfer of client business 

knowledge requires client contact. Thus the receiving unit needs to take 

part of the client business to get to know their way of working. The risk of 

outsourcing is competence loss, which should be considered in the 

delegation of systems responsibility. Experiences of previous transfers 

should be considered when planning future transfers.  

Language As language is experienced as significant during an outsourcing, 

language barriers need to be monitored. Face-to-face meetings add 

body language, which facilitates the interpretation of the spoken word. A 

common language and a level of language standard should be 

mutually agreed. A good level of language standard is important to avoid 

misunderstandings and to be able to control project status. 
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Table 6.6  (continuation): Key conditions and their significance from an IS supplier’s 
onsite unit perspective  

Key conditions Central aspects 

Culture Cultural differences are important to consider when doing business with 

a partner located abroad. Organisational culture is reflected in the way a 

business is run, kind of expectations, and way of working. Culture is 

also reflected in values and norms. Type of management power 

structure, such as hierarchical versus flat, has an impact on how 

management is acknowledged. Cultural differences need to be under-

stood and accepted to reach mutual agreements on how performing 

actors should adapt to them. 

ISD 

methodology 

The application of the agile approach Scrum is found successful during 

outsourcing. Scrum brings advantages such as daily communication, 

frequent information sharing and high level of cooperation. Further Scrum 

is perceived as promoting the team spirit when team members are 

geographically dispersed.  

Communication Communication is the key to succeeding with outsourcing. Communi-

cation is dialogues between performing actors. When the team members 

are geographically dispersed they are dependent on good communication 

tools (ICT tools). Communication may be hampered due to linguistic 

problems. It is important to find a way of communicating that fits the 

actors performing the ISOP. To exemplify, it is suggested that the 

spoken words should be complemented with written notes. 

Change 

management 

The leadership practised by the managers performing in the ISOP 

should be distinguished by information sharing. The information should 

include a description of the transfer, why it is done, how it will be 

performed and the consequences of the transfer. They need to make 

sure that the actors performing the transfer are motivated and 

committed. The employees should feel that they are supported by 

management.  

Control As a result of not transferring responsibility for overall systems 

management a feeling of maintaining control over the projects unfolds. 

The act of controlling project status is affected because onsite actors 

are not part of the IS construction work and because actors are 

geographically dispersed. To be able to control project status the acts 

of communication and demos are important. 

Openness Openness includes that actors performing the ISOP feel free to say what 

they want. Communication and information sharing define openness 

in a relationship. An outsourcing relationship permeated by openness is a 

good relationship.  

Trust Trust is a result of reliability, openness, honesty and good leadership. 

A trustworthy relationship is defined by delegation of responsibility and 

freedom with responsibility. Trust is vital to be successful in 

outsourcing. 
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Table 6.6  (continuation): Key conditions and their significance from an IS supplier’s 
onsite unit perspective 

Key conditions Central aspects 

IS characteristic Outsourcing of user-intensive IS requires a receiving partner that has a 

similar way of thinking how business should be run. The charac-

teristics of the outsourced system need to be reflected in the transition 

strategy. When the learning period for mastering the outsourced system 

spans several years, staff turnover needs to be prevented. 

Responsibility Responsibility should be shared among performing actors. To take 

responsibility means to perform what has been delegated. This means 

that it must be clearly articulated and documented who is responsible 

for what in documents such as assignment specifications and project 

instructions. 

Key person A key person is a person with a great sense of responsibility, both for 

the team members and business. The key person has the capability to 

motivate others and lead them in the right directions. The presence 

of a key person at the receiving unit is especially important when 

the majority of the team members are young and novices.  

Face-to-face 

meetings 

To succeed with a transfer the transfer activities need to include that 

actors meet face-to-face. As a result of face-to-face meetings the actors 

get to know each other on a more personal level, hence the ability to 

understand each other increases. Promoting face-to-face meetings is one 

way of contributing to the building of successful outsourcing 

relationships. 

Geographical 

location of key 

actors 

The geographical location of actors is discussed in terms of time to 

travel, time zone differences, language, and cultural compatibility. 

Advantages following geographical closeness should thus be considered 

during the selection of outsourcing partner. 

 

In the following section the key conditions identified as related to the IS 

supplier’s captive centre are described and explained. 

 

IS Supplier: captive centre perspective 

The IS supplier’s captive centre is represented by actors performing at the 

operative level and systems level. More specifically, the captive centre is repre-

sented by actors managing the specific business unit, the on-going projects, and 

IS construction. In other words, the following presentation provides more of 

an operative view of the practice of the ISOP from a captive centre perspective.
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The key conditions identified as related to the IS supplier’s captive centre are as 

follows: 

 

 Technical infrastructure 

 Communication 

 Language 

 Expectation realisation 

 Satisfaction 

 IS characteristic 

 Face-to-face meetings 

 Key person 

 Trust 

 Relationship 

 

In the following sections these key conditions are described and explained from 

an empirical point of view. 

 

The respondents working at the captive centre get access to different develop-

ment environments through a remote desktop solution. Due to reasons of 

security, the respondents have experienced that they sometimes have trouble 

getting access to servers and things like that. As this affects work performance, 

the suggestion is that issues related to the technical infrastructure should be 

managed before the transfer starts.  

 

The respondents emphasise the importance of face-to-face communication as it 

contributes to the development of informal relationships. Further they think 

that communication and every day communication is what makes an out-

sourcing relationship successful. The respondents further think that availability 

of technologies is important to facilitate distant communication. Different 

arenas of communication such as the daily scrum meeting need to be part of 

development work. One of the respondents describes communication as one of 

the strengths in the relationship with the onsite unit: “[…] the communication 

is the biggest advantage; we try to respond to each other as soon as possible.” 

As distant communication is believed to be less qualitative than face-to-face 

communication, it is recommended to produce protocols during formal 

meetings such as the scrum meeting. The protocols can then be shared with the 

team members, which is a good way of sharing information about project 

status. To have information in the written form is further seen as an advantage 

since meetings in English can be a totally new experience for newcomers. Based 

on this, the interpretation is that a certain degree of formalisation and the pre-

sence of documentation are recommended during IS outsourcing. 
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Language is about the agreed language for communication and documentation. 

If the performing actors are not skilled in this language, linguistic problems will 

arise. One of the respondents (CC19) explains: “[T]hat is why we prefer the 

written form to the spoken form. To reduce language problems we attend 

English courses.” To reduce risks related to language it is further recommended 

that actors should meet face-to-face. Some of the respondents relate problems 

with language to there being some old documents written in Swedish. Conse-

quently, efforts have to be made for translation. One of the respondents 

emphasise the significance of being able to communicate in the native language: 

“[…] I believe that the relationship between the client and the IS supplier’s 

onsite unit is good especially as they can talk in their native language.” 

 

The respondents emphasise the importance of the expectation realisation, which 

includes realisation of both IS supplier’s expectations and client’s expectations. 

The realisation of expectations is discussed in terms of solving problems, 

adding new systems functionality, as well as ensuring same systems quality as 

before the transfer, preferably without the help of the IS supplier’s onsite team. 

Project results should contribute to satisfaction. Project deliveries that result in 

satisfied actors and IS users are believed to make a good impression and in turn 

mutual trust. A client is assessed as satisfied as new assignments are received. 

 

The respondents describes the characteristic of the outsourced IS in words such as 

huge, complex, and complicated. The features of the CM system made it very 

challenging to understand as well as to learn. The following quotations 

exemplify this experience: 

 

The product is a huge and complex product. But the transfer went very 

well, although in the beginning I was afraid because of the product’s 

complexity. 

Project manager (CC16) 

 

In the beginning when I was introduced to the project I was totally afraid 

and I found it really complicated. I thought that I would never make it. 

[…] The project was complicated due to a lot of different tools, many 

people involved, complicated flow of objects inside the system. 

 

Team leader customer support (CC18) 
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Consequently, good conditions for facilitating and speeding up the learning of 

the outsourced IS should be in place as the transfer starts. 

 

To meet face-to-face is believed to be very important as much of the work is 

done at a distance. One of the respondents (CC17) explains: “It is good to meet 

people on the other side, because you will be in daily contact with them for a 

long time.” Face-to-face meetings further means that actors work together which is 

believed to be a good way of sharing project related information. One of the 

respondents also stresses the opportunity to observe how the onsite actors 

work as a result of personal visits, and not least the importance of socialising 

outside work. The line manager (CC15) discusses the importance of face-to-face 

meetings: 

 

I think that most important for us was to meet in person and especially 

the possibility to discuss all our common problems or tasks also infor-

mally outside the locals of the firm. This is the way to contribute to good 

relationships. 

 

The respondents stress the importance of having a good leader at the receiving 

unit. The leader is described as a key person who can guide the team members 

both on a personal and technical level. One of the respondents (CC17) refers to 

this person as someone who is really talented: “somebody with technical skills, 

development skills, and also with communication skills.”  

 

Confident actors are important in the creation of trustworthy relationships. 

Decision-making of one’s own, quick response times as well as active partici-

pation characterise confident actors. One of the strengths in the relationship 

with the IS supplier’s onsite unit is that they trust each other. Trust is described 

as knowing what you can expect from each other. One of the respondents 

(OS18) exemplifies: “It is difficult to describe why I trust the guys in [onsite 

unit]. Of course if you ask ten questions and the answer is always good you are 

pretty sure that the answer for the eleventh question is trustworthy.” 

 

The relationship between actors is emphasised as important in outsourcing. A 

good relationship is discussed in terms of communication, respect as well as 

kindness and is a result of personal visits were face-to-face communication 

should be a fact. 
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The previous descriptions provide an overview of how actors at the IS 

supplier’s captive centre convey key conditions and their relation to the ISOP. 

To summarise the key conditions and their significance are given in Table 6.7. 

The parts marked in bold type highlight central aspects from a captive centre 

perspective. 

 

In the following section the key conditions identified as related to the client are 

described and explained. 

 

Client perspective 

The client is represented by actors performing at the strategic and operative 

levels. More specifically, the client is represented by actors ordering and 

deciding on the transfer and the on-going projects as well as acting in the role 

as the owner of the CM system. In other words the following presentation 

provides more of an operative business view of the practice of the ISOP from a 

client perspective. The key conditions identified as related to the client are as 

follow: 

 

 Performance indicators 

 Communication 

 Communication interface 

 Project management 

 Responsibility 

 Relationship 

 Knowledge 

 IS characteristic 

 

In the subsequent sections these key conditions are described and explained 

from an empirical point of view. 

 

As the transfer was planned and managed by the IS supplier, thus responsible 

for the transfer, the client’s role was to evaluate that the transfer ran as planned. 

However, the costs were followed up since it was agreed that the costs should 

gradually decline as a result of the transfer. As the new organisation was settled 

deliveries were evaluated using different performance indicators, including indi-

cators related to costs, time and quality. The goal was that the performance 

indicator measures should remain the same as before the transfer. From an IS 

user point of view satisfaction is important. The users of the CM system should 

not notice that the management of the CM system had been transferred to 

another actor. Competence evaluations are conducted to find out how the IS 

supplier’s expertise is perceived by IS users. 
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Table 6.7: Key conditions and their significance from an IS supplier’s captive centre 
perspective 

Key conditions Central aspects 

Technical 

infrastructure 

When working via a remote desktop solution access issues should have 

been solved before the transfer start.  

Communication Frequent communication contributes to successful outsourcing rela-

tionships. Face-to-face communication contributes to informal 

relationships. Technologies need to be in place to facilitate distant com-

munication. Written protocols should be produced during formal 

meetings and later used for sharing among performing actors. Thus, a 

certain degree of formalisation and the existence of documentation 

are recommended during IS outsourcing. 

Language Language concerns the agreed language for communication and 

documentation. If the performing actors are not experienced in this 

language, linguistic problems will arise. Face-to-face meetings reduce 

risks related to language. Documents that are to be shared must be 

translated into the agreed common language.  

Expectation 

realisation 

Project results should realise both the supplier’s and the client’s 

expectations. Solving problems, adding new systems functionality 

and ensuring systems quality relate to expectation realisation. The 

ambition should be to secure satisfied actors and IS users. 

Satisfaction Project results should contribute to satisfaction as satisfied actors result 

in trustworthy relationships. A client is assessed as pleased as new 

assignments are received. 

IS characteristic The characteristics of the outsourced system influence how it is under-

stood and learnt. Good prerequisites to facilitate and speed up the 

learning of the outsourced system should be in place as the transfer 

starts. 

Face-to-face 

meetings 

When actors are geographically dispersed, face-to-face meetings should 

precede distant work, for example, in the form of co-working, personal 

visits, and socialising activities.  

Key person A key person is a person whose qualities embody good leadership. This 

includes both technical and communicative skills. A key person is a per-

son who guides the team members at the receiving unit both on a per-

sonal and technical level.  

Trust Trust is when you know what you can expect from each other. Confi-

dent actors are important in the creation of trustworthy relationships. 

Relationship The outsourcing relationship should be acknowledged as important. A 

good outsourcing relationship is discussed in terms of communication, 

respect as well as kindness. 

 

This is believed to be a good way of giving feedback as the IS supplier becomes 

aware of how current performance is perceived and how the business relation-

ship could evolve.  
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The respondents mention that communication with the IS supplier (here referring 

to the onsite unit) is easy because they have a very coherent view on most 

things as well as shared values and the same vocabulary. The consequence has 

been less documentation, which can be risky if something unforeseen happens. 

As a result of transferring parts of the CM system management, communication 

is perceived less efficient because information about project status cannot be 

received in a rapid manner. 

 

Favourable communication interfaces is discussed by the respondents. As previously 

mentioned the relationship between the client and the IS supplier’s onsite unit 

is very relaxed with the result that the client mainly communicates with the 

system management team. The respondents further thinks that the reason for 

keeping some persons at the onsite unit was because they judged that it would 

be easier to maintain a relaxed dialogue with the captive centre than the client. 

One of the respondents (C1a) explains: “A client–supplier relationship easily 

becomes more formal than if it is managed internally.” Another reason men-

tioned for not transferring responsibility for systems management is suggested 

by the product maintenance area manager (C2): “As long as the headquarters is 

located in Sweden you should build communication interfaces from a Swedish 

perspective; based on our time zone, to speak Swedish or good English.” 

 

The respondents’ experience is that project management is challenging during a 

transfer. The project manager needs to be aware of the difficulties of per-

forming a transfer. Consequently, the project manager needs to be experienced 

to be able to regard issues such as time, costs and results in relation to transfer 

performance. Issues such as the systems complexity, cultural differences and 

problems related to language may influence transfer performance. As the new 

organisation is settled the project manager needs to create arenas for com-

munication and information sharing. One of the respondents (C1a) explains: 

“You should be able to work as if you were sitting in the same office.”  

 

The respondents stress the importance of distinctive roles and the responsibility 

following a certain role. Further, they think that it is extremely important to 

communicate how responsibility is shared in the business relationship to avoid 

unrealistic expectations. It is recommended that responsibility issues are discus-

sed as part of the negotiations and then it is important that experienced persons 

from previous and similar negotiations participate. The respondents’ experience 

is that it is not the transfer in itself that it is difficult; the tricky part is the client–
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supplier relationship and having realistic expectations. They continue by saying 

that a good relationship is a success condition in itself, because if the relation-

ship is not successful, it is difficult to succeed with anything else. Conditions 

such as creativity, openness and trust distinguish a good relationship. One of 

the respondents (C1b) states: “To have a balanced and reciprocal relationship is 

the basis of very much.”  

 

In the selection process of a supplier for the management of the CM system the 

great system knowledge possessed by the IS supplier had a great influence on the 

decision. To transfer this knowledge to another supplier would have taken a lot 

of time and money. When performing outsourcing, the respondents say, ex-

perience of previous outsourcing processes is necessary to succeed. Structures 

and guidelines need to be adapted to the specific case, for example, dependent 

on IS characteristics. The respondents describe that the characteristic of the IS as 

tailor-built influenced how the transfer could be implemented. Further, as the 

CM system is dependent on client-specific products and processes, developers 

need to possess knowledge about the client’s way of working to manage the 

system. The characteristics of the system influenced the decision to keep the 

more complex system related areas at the IS supplier’s onsite unit. As a 

consequence the persons at the onsite unit need to be part of the daily project 

work.  

 

The previous descriptions provide an overview of how actors at the client con-

vey key conditions in relation to the practice of the ISOP. To summarise, the 

key conditions and their significance are given in Table 6.8. The parts in bold 

type highlight central aspects from a client perspective. 

 

In the following section the key conditions identified as related to the IS user 

are described and explained. 

 

IS user perspective 

The IS user is represented by actors that act as requirement specifiers, in other 

words, the IS user is part of producing the requirements constituting the input 

to the on-going ISD projects. Besides this the IS user is invited to participate 

during sprint demos and acceptance tests to verify that proposed systems 

solutions are in line with desired system functionality. The project deliveries 

should satisfy the IS user requirements, hence it follows that the IS user defines 
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to what degree a project release is perceived as successful or not. The following 

presentation provides an IS user perspective on the on-going projects. 

 

Table 6.8: Key conditions and their significance from a client perspective 

Key conditions Central aspects 

Performance 

indicators 

Performance indicators are used to evaluate on-going operational per-

formance. They can also be used to evaluate transfer performance to 

make sure that agreed benefits are realised. The result of soft measures, 

such as competence evaluations, indicates how the business rela-

tionship is perceived and further, how it could be developed in a fruitful 

manner.  

Communication Shared values and shared vocabulary facilitate communication. Out-

sourcing may result in hampered communication, which affects degree of 

desired information sharing. 

Communication 

interface 

Communication interfaces should be made up by units that are perceived 

as forming fruitful relationships or has the ability to become fruitful. 

Communication interfaces are developed to favour ease of communi-

cation.  

Project 

management 

Project management is challenging during outsourcing due to the circum-

stances following a transfer. Besides managing issues related to costs, 

time, and results, the project manager needs to control transfer per-

formance. Transfer performance can be affected by the characteristics of 

the outsourced system, cultural differences and linguistic problems. When 

the new organisation is settled, the project management needs to create 

forums for exchanging information. 

Responsibility Responsibility areas should be specified at the transfer start. This 

includes responsibility in relation to a certain role as well as how 

responsibility is shared in the business relationship. 

Relationship The tricky part in outsourcing is to create a good client–supplier 

relationship. Conditions such as creativity, openness and trust distin-

guish a good relationship. 

Knowledge Knowledge concerns system knowledge and experience of previous 

cases of outsourcing. The supplier’s system knowledge plays a great role 

in selecting supplier. Experiences of previous cases of outsourcing should 

be used as guidance in the outsourcing practice.  

IS characteristic The characteristics of the outsourced system should influence the 

implementation of the transfer. The characteristics of the outsourced 

system should be considered when deciding upon the set-up of the 

supplier’s delivery organisation.  
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The key conditions identified as related to the IS user perspective are as 

follows: 

 

 Communication interface 

 Satisfaction 

 System quality 

 ISD methodology 

 Relationship 

 

In the subsequent sections these key conditions are described and explained 

from an empirical point of view. 

 

For solving problems related to the CM system, informal communication interfaces 

are pointed out as valuable. The communication interface, commonly com-

posed of a personal relationship between an IS user and an IS supplier em-

ployee, is used when the IS user has questions about the system that need to be 

quickly answered. One of the respondents (U3) says that her communication 

interfaces have been reduced as a result of the transfer and the response time is 

longer. Further, important communication interfaces have been made up by 

different reference groups and user groups that relate to the CM system. The 

purpose with the groups is to bring forward requirements on the CM system 

and the processes that are built into the system. People from these reference 

and user groups are involved in acceptance test of new system configurations. 

The use of reference groups is communicated as a successful way of working 

with and discussing the system functionality.  

 

A satisfied IS user is a user that is not influenced by outsourcing. One of the 

respondents (U3) states: “For the user it should not matter if it [the IS] is 

outsourced or not.” Satisfaction is partly that the IS user has not experienced 

deterioration in system quality as a result of outsourcing. One of the respondents 

even thinks that the IS supplier should be able to produce more qualitative 

system functionality compared to if the system was managed onsite, since part 

of the reason for outsourcing the system to the IS supplier was the great system 

knowledge possessed by the employees. Satisfaction is further a result of how 

the IS supplier acts and performs. This quotation exemplifies this (U4): “As a 

supplier I expect that you are anxious to satisfy the client; that you deliver a 

product in time and with expected quality.” Further, it is expected that the IS 

supplier should care about the client; be flexible and responsive to client needs. 

The same respondent thinks that the IS users should not have to adjust their 

processes to a certain IS.  
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The respondents describe a wish to be more involved in ISD work. The kind of 

involvement requested concerns being more involved in prototype demos early 

in the development process as well as during acceptance tests. One of the 

respondents (U4) states: “If they had early demos, we could reach a good 

solution in dialogue.” As part of introducing Scrum as the ISD methodology the IS 

users’ involvement has however improved. The Scrum structure builds on 

frequent client contact and client involvement, which is perceived by the 

respondents as something valuable in the production of new and/or improved 

system functionality.  

 

As a participant in several cases of outsourcing, one of the respondent’s expe-

rience is that it is important to create a good relation with the supplier. A good 

relationship is described as open and responsive; that the actors understand each 

other. The relationship with the IS supplier is perceived as good which is a 

result of the great system knowledge possessed by the supplier employees. Be-

sides system knowledge, they also understand client’s way of working which is 

believed to be a result of their close relationship. Same native language and 

shared cultural values are further assumed to have contributed to this good and 

close relationship.  

 

The previous descriptions provide an overview of how the IS user define key 

conditions and their relation to the ISOP. To summarise, the key conditions 

and their significance are given in Table 6.9. The parts in bold type highlight 

central aspects from an IS user perspective. 

 

Table 6.9: Key conditions and their significance from an IS user perspective (to be 
continued) 

Key conditions Central aspects 

Communication 

interface 

Communication interfaces are made up by personal relationships 

between IS users and supplier employees as well as reference groups 

and users groups that are related to the outsourced IS. Communication 

interfaces are used to receive quick answers to system related questions 

as well as to discuss system functionality. 

Satisfaction IS users are satisfied when the produced system functionality is de-

livered on time and meets the quality requirements and when the 

supplier is perceived as being responsive to client needs. 

System quality As a result of outsourcing, it is expected that system functionality 

should be of the same quality as before the outsourcing, or impro-

ved. 
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Table 6.9 (continuation): Key conditions and their significance from an IS user per-
spective 

Key conditions Central aspects 

ISD 

methodology 

When outsourcing user-intensive IS the ISD methodology applied 

should promote client and IS user involvement during the complete 

development process. From this point of view, the agile approach 

Scrum is found successful. 

Relationship A good relationship should be aimed at. A good relationship is defined as 

open, close and responsive. A good relationship is a result of the know-

ledge possessed by the supplier employees as well as the same native 

language and shared cultural values. 

 

As a result of relating the identified key conditions to the different actors it be-

comes evident how actors at the different firms, part of the outsourcing 

engagement, signify the key conditions. In the following section some contribu-

tions are presented as a result of relating key conditions to the unit of analysis 

‘actors’. 

 

Actors as the unit of analysis: contributions 

Using actors as the unit of analysis it is possible to explore how the key 

conditions impact on the relationship level. In other words, it is possible to ex-

plore how the different actors have experienced in what ways the key 

conditions influence their relationships. The result is presented in Table 6.10. 

The central aspects of the key conditions in relation to the actors’ relationships 

are presented through differences and similarities. Further, the central aspects 

presented in the previous sections (see Table 6.6–Table 6.9) indicate how the 

key conditions are related to the phases constituting the ISOP, which also is 

presented in Table 6.10. 
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Table 6.10: Key conditions and their relation to actors on a relationship level (to be 
continued) 

Key 

condition 

Related 

to actor 

Influence 

relationship 

with 

Central 

aspects – 

differences 

Central 

aspects – 

similarities 

Other 

relation to 

Technical 

infrastructure 

IS 

Supplier 

(S) 

onsite 

unit 

S captive 

centre 

n/a A well-

functioning 

technical 

infrastructure 

should be 

present as the 

transfer starts 

ISOP: 

negotiation, 

transition 

phase 

S captive 

centre 

S onsite unit 

Transition 

strategy 

S onsite 

unit 

S captive 

centre 

n/a n/a ISOP: 

negotiation, 

transition 

phase 

Knowledge S onsite 

unit 

S captive 

centre; Client 

n/a Knowledge 

level among 

persons at the 

receiving unit, 

re-use 

experiences 

from previous 

outsourcing 

ISOP: 

evaluation, 

negotiation, 

transition 

phase  

 

Internal: 

competence 

loss 

Client  S onsite unit ISOP: 

evaluation, 

negotiation, 

transition 

phase 

Language S onsite 

unit 

S captive 

centre 

n/a Linguistic 

problems 

should be 

prevented in a 

proactive 

manner 

ISOP: 

negotiation, 

transition 

phase 

S captive 

centre 

S onsite unit 

Culture S onsite 

unit 

S captive 

centre; Client 

n/a n/a ISOP: 

evaluation, 

negotiation, 

transition, 

middle phase 
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Table 6.10 (continuation): Key conditions and their relation to actors on a relation-
ship level (to be continued) 

Key 

condition 

Related 

to actor 

Influence 

relationship 

with 

Central 

aspects – 

differences 

Central 

aspects – 

similarities 

Other 

relation to 

ISD 

methodology 

S onsite 

unit 

S captive 

centre 

Discussed in 

terms of 

promoting a 

team feeling 

despite of 

geographical 

distances 

n/a ISOP: 

transition, 

middle 

phase 

 

IS user S delivery 

organisation 

Discussed in 

terms of client 

and IS user 

involvement in 

the ISD process 

ISOP: 

middle 

phase 

Communica-

tion 

S onsite 

unit 

S captive 

centre; Client 

n/a Communication 

is key to 

succeeding with 

outsourcing, 

ICT tools 

should support 

distant 

communication 

ISOP: 

negotiation, 

transition, 

middle 

phase 
S captive 

centre 

S onsite unit Documentation 

is important 

Client S onsite unit Communication 

should be built 

on shared 

vocabulary and 

shared values 

 

Change 

management 

S onsite 

unit 

S captive 

centre; Client 

n/a n/a ISOP: 

negotiation, 

transition 

phase 

 

Internal: 

information 

sharing 

Control S onsite 

unit 

S captive 

centre 

n/a n/a ISOP: 

transition, 

middle 

phase 
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Table 6.10  (continuation): Key conditions and their relation to actors on a relation-
ship level (to be continued) 

Key 

condition 

Related 

to actor 

Influence 

relationship 

with 

Central 

aspects – 

differences 

Central 

aspects – 

similarities 

Other 

relation to 

Openness S onsite 

unit 

S captive 

centre; 

Client 

n/a n/a ISOP: 

transition, 

middle phase 

Trust S-in 

house 

unit 

S captive 

centre; 

Client 

n/a Trust is defined 

as knowing 

what to expect 

from each 

other 

ISOP: 

transition, 

middle phase 

S captive 

centre 

S onsite unit 

IS 

characteristic 

S onsite 

unit 

S captive 

centre 

Staff turnover 

needs to be 

prevented 

The 

characteristics 

of the 

outsourced 

system should 

influence how 

the transfer is 

implemented 

ISOP: 

negotiation, 

transition, 

middle phase S captive 

centre 

S onsite unit n/a 

Client S onsite unit The set-up of 

the delivery 

organisation 

should be 

reflected in the 

characteristics 

of the 

outsourced 

system 

Responsibility S onsite 

unit 

S captive 

centre; 

Client 

n/a Responsibility 

in relation to 

certain roles 

and in relation 

to the business 

relationship 

should be clear 

as the transfer 

starts 

ISOP: 

negotiation 

phase 

 Client S onsite unit 
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Table 6.10  (continuation): Key conditions and their relation to actors on a relation-
ship level (to be continued) 

Key 

condition 

Related 

to actor 

Influence 

relationship 

with 

Central 

aspects – 

differences 

Central  

aspects – 

similarities 

Other 

relation to 

Key person S onsite 

unit 

S captive 

centre 

n/a A key person, 

that is, a 

person who 

has the ability 

to guide the 

team members 

at the receiving 

unit both on a 

personal and a 

technical level, 

should be 

present at the 

receiving unit 

as the transfer 

starts 

ISOP: 

transition, 

middle phase 

S captive 

centre 

S onsite unit 

Face-to-face 

meetings 

S onsite 

unit 

S captive 

centre 

n/a Face-to-face 

meetings 

should be part 

of the transfer 

activities to 

promote 

subsequent 

distant work 

ISOP: 

transition, 

middle phase 
S captive 

centre 

S onsite unit 

Geographical 

location of 

key actors 

S onsite 

unit 

Client n/a n/a ISOP: 

negotiation 

phase 

Expectation 

realisation 

S captive 

centre 

S onsite unit; 

Client; IS 

users 

n/a n/a ISOP: 

middle phase 

Satisfaction S captive 

centre 

S onsite unit; 

Client; IS 

users 

n/a Project 

deliveries 

should satisfy 

performing 

actors, in 

particular the 

client and the 

IS users 

ISOP: 

middle phase 

IS user S delivery 

organisation 

The IS 

supplier 

should be 

responsive to 

client’s needs 
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Table 6.10  (continuation): Key conditions and their relation to actors on a relation-
ship level  

Key 

condition 

Related to 

actor 

Influence 

relationship 

with 

Central 

aspects - 

differences 

Central 

aspects – 

similarities 

Other 

relation to 

Relationship S captive 

centre 

S onsite unit n/a The 

relationship 

should be 

acknowledged 

as important 

and good 

relationships 

should be the 

aim 

ISOP: 

transition 

phase, 

middle phase Client S delivery 

organisation 

IS user S delivery 

organisation 

Performance 

indicators 

Client S delivery 

organisation 

n/a n/a ISOP: 

transition, 

middle phase 

Communica-

tion interface 

Client S onsite unit n/a Communicatio

n interfaces are 

developed with 

the purpose of 

favouring ease 

of 

communication 

ISOP: 

negotiation, 

transition, 

middle phase 

IS user S onsite unit ISOP: 

middle phase 

 

Internal: 

reference 

and user 

groups for 

the purpose 

of discussing 

system 

functionality 

Project 

management 

Client S delivery 

organisation 

n/a n/a ISOP: 

transition, 

middle phase 

System 

quality 

IS user S delivery 

organisation 

n/a n/a ISOP: 

middle phase 

 

The division into formal and informal relationships as well as unilateral rela-

tions reveals how the key conditions relate to the relationships between the 

actors. In Chapter 5, Section 5.1.2, the IS outsourcing relationships in case Sys-

Dev are described. The relationships are a result of the actors performing the 
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ISOP and the chosen set-up of the IS supplier’s delivery organisation. The 

relationships are those between the client and the IS users, between the client 

and the delivery organisation, and between the onsite unit and the captive 

centre. Furthermore, the relationship between the IS user and the delivery 

organisation, which mainly is a result of the IS user acting as a requirement 

specifier, thus providing the input to on-going operational ISD project work. 

These relationships are the formal relationships as they are based on the 

business agreement. As can be seen in Table 6.10, several key conditions relate 

to the relationship between the two units making up the delivery organisation. 

This is however not surprising since the team members, located at these two 

units communicate on a daily basis and should be perceived as one team. Team 

feeling was highlighted as important by the respondents in connection with the 

wish to create a ‘we feeling’ among the team members, despite the geographical 

distance.  

 

The relationship between the client and the delivery organisation is in reality 

managed by the informal relationship between the client and the IS supplier’s 

onsite unit. This is assumed to be a result of the fact that they are former 

colleagues and the agreement of setting up a delivery organisation that com-

bines national and international resources. Hence, it follows that the com-

munication interface between the client and the IS supplier is intentionally built 

from a Swedish perspective, favouring the ease of communication.  

 

Further the analysis shows that the relationships between the client and the 

delivery organisation and the IS user and the delivery organisation could rather 

be described as informal, unilateral relations. An informal, unilateral relation is a 

result of an actor perceiving that one or several key conditions influence its 

relation with other actors in the practice of the ISOP. Thus, the key conditions 

are identified as related to only one of the actors forming the relation and could 

be described as key conditions vital to that single actor. The client discusses the 

creation of good relationships, professional project management and the use of 

performance indicators in relation to the IS supplier’s delivery organisation. The 

IS users emphasise the importance of a supplier that fulfils IS users’ require-

ments, in other words, delivers qualitative system functionality that satisfies the 

IS users. The actors at the captive centre express a feeling of responsibility 

towards the client and the IS users and the wish to fulfil the commitment. 

Moreover, the unilateral informal relation between the IS user and the onsite 
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unit, which is a result of the IS users’ wish to create communication interfaces 

built on personal relationships. 

 

The analysis results show that the formal relationships are complemented with 

informal relationships and relations for the purpose of facilitating the ISOP 

practice. The previously described formal (in Figure 6.7 illustrated by double-

sided arrows) and informal (in Figure 6.7 illustrated by a double-sided dashed 

arrow) relationships as well as the informal unilateral relations (in Figure 6.7 

illustrated through one-sided dotted arrows) are illustrated in Figure 6.7 to-

gether with the key conditions identified as related to these relation-

ships/relations. The key conditions uniting the actors are in bold type. A key 

condition that unites actors is a key condition that has been identified as related 

to each of the actors forming the relationship. 

 

 

Figure 6.7: Actors’ relationships and key conditions connected to these relationships 



 293 

The key conditions related to the formal relationship between the client and the 

IS supplier’s delivery organisation is a result of the application of the key con-

ditions uniting the actors in the relationship between the captive centre and the 

onsite unit. Among these key conditions, ‘communication’ and ‘IS characte-

ristic’ unite actors performing at the delivery organisation and the client firm.  

 

So far, the key conditions and their relation to the ISOP have been described 

and explained from an empirical point of view (analysis part I, stage one). This 

has been done using the four units of analysis. The description and explanation 

of key conditions from an empirical perspective contribute insights into the key 

conditions of alignment. This includes key conditions that are important in the 

client–supplier alignment as well as intra-organisational alignment. Further-

more, the description of key conditions from an empirical perspective provides 

insights into when, or during which phase of the ISOP, the key conditions are 

of most relevant. It is also evident that actors in an IS outsourcing arrangement 

are part of both formal and informal relationships in the practice of the ISOP. 

In the following sections the key conditions will be described and explained 

form a theoretical point of view, which constitutes stage two of the first part of 

the analysis. 

 

6.3 Analysis part I: key conditions – a theoretical perspective 

The analysis part I stage two constitutes the description of key conditions from 

a theoretical point of view. The theoretical description of each key condition 

emphasises central aspects of the theory presented in Bergkvist (2008) and 

Section 4.4. The review of the literature complements the empirical descriptions 

of the key conditions. Based on the theoretical descriptions, the conceptual 

relation of the key conditions to the units of analysis are identified and pre-

sented.  

 

Adding a theoretical perspective means considering the contributions from 

previous literature review studies. As a result, three additional key conditions 

are identified as vital in the ISOP. These key conditions should complement the 

empirically identified key conditions. They are ‘age of relationship’,’ relationship 

management’ and ‘risk management’. Age of relationship refers to the number 

of years a client and a supplier organisation have worked together (Lee & Kim, 

1999). The long-term client–IS supplier relationship in case SysDev is perceived 

as having positively influenced the performance of the ISOP. This is a percep-
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tion built on the many respondents’ indirect reference to this long-term 

relationship when describing conditions relating to the ISOP. Some of the 

respondents included in the interview study mention the relevance of rela-

tionship management during IS outsourcing, for example, in terms of the 

importance of caring about the relationship between the onsite unit and the 

captive centre and the importance of a management structure for the manage-

ment of the outsourcing relationship. Relationship management and risk 

management in relation to the ISOP have been discussed in earlier research and 

contributions are presented in Section 4.4.3. The key condition age of relation-

ship is presented in relation to case SysDev hereafter. 

 

6.3.1 Age of relationship 

In Section 5.1.2, the historical background of the client–IS supplier relationship 

was presented. To repeat, as the client firm and the IS supplier firm have 

belonged to the same corporation, it means that some of the actors included in 

the empirical study are former colleagues. As former colleagues the relationship 

between different actors remained almost the same after the outsourcing. Both 

the clients and the IS supplier’s onsite unit attribute the problem-free 

outsourcing relationship to the shared history. This is also supported by 

previous research, which shows that prior history of interaction between client 

and supplier influences the perceptions of the other (Beulen et al., 2011). These 

perceptions in turn determine their behaviour during outsourcing. The sub 

business unit manager (S6) explained that the long-term relationship with the 

client contributed to smooth negotiations where both parties knew what to 

expect from each other. 

 

The experiences reported by practitioners have support in the literature as a 

close and intimate client–supplier relationship is found to reduce the need for 

detailed monitoring of each other (Solli-Sæther & Gottschalk, 2008). The 

relationship between the client and the IS supplier’s onsite unit can be de-

scribed in term of a partnership where on-going communication and infor-

mation exchanges are common (Håkansson, 1982; Van der Valk et al., 2008) 

and where the actors share common interests (cf. Ford et al., 1990). The line 

manager (S7) explains:  

 

Our relationship with the client was pretty informal. We had a very good 

relationship, very relaxed relationship, great confidence. So this was 
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perhaps the reasons why we had few formal reports and things like that. 

We had collaborative meetings and during these we told everything. 

Great openness epitomised how we worked and with very close contact. 

They appreciate us because we can be flexible, we were not impossible in 

any way; if we wanted to change something then we did. We were pretty 

solution-focused. 

 

Cultural closeness, shared approaches to problem solving, similar values and 

close personal chemistry are found to contribute successful IS outsourcing 

relationships (Kern & Willcocks, 2002). The kind of established and fruitful 

long-term client–IS supplier relationship in case SysDev thus is crucial for 

reaching a successful outcome in IS outsourcing.  

 

6.3.2 Key conditions and central aspects from a theoretical point of 
view 

The empirical observation that established ways of communication among 

actors in an IS outsourcing engagement is important, is in theory explained as 

part of boundary spanning activities (Levina & Kane, 2009). Therefore, the 

empirical denotation ‘communication interface’ is replaced with the theoretical, 

acknowledged term ‘boundary spanning’. The persons acting in the role of 

boundary spanners require certain skills including cross-cultural skills, technical 

skills and interpersonal communication skills as well as leadership skills (Fisk et 

al., 2010). These skills are also emphasised by actors in case SysDev when they 

discuss the importance of a key person in the post-contract stage of the ISOP. 

So, the empirical denotation ‘key person’ is replaced with the theoretically, 

acknowledged term ‘boundary spanner’. The identified key conditions are here-

after presented from a theoretical point of view. The key conditions in Table 

6.11 are presented without any principle of division. The parts that are in italics 

denote similarities with empirical findings whereas bold denote theoretical 

contributions. 
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Table 6.11: Key conditions and central aspects from a theoretical point of view (to be 
continued) 

Key 

condition 
Central theoretical aspects 

Culture Generalised values and beliefs, patterns of thinking and 

communication are a result of the national culture. Organisational 

culture is found in the practice of an organisation and defines the 

behaviour and attitudes of the members of an organisation. Differences in 

organisational cultures commonly become apparent through dissimilar ways of 

communicating, work ethics and approaches to perform business processes. In particular the 

dimension of power distance is found to influence international business relationships. The 

client and the supplier need to be aware of the cultural differences following an outsourcing 

and formulate a strategy for how they should manage cultural distances. 

Cultural distance management is a practice aimed to bridge cultural 

distances that is, cultural differences need to some extent be 

understood, accepted and adapted to. 

---------------------------------------------------------------------------------------------- 

Hofstede (2001), Khan et al. (2003), Krishna et al. (2004), Carmel & Tjia 

(2005), Winkler et al. (2008), Lacity & Willcocks (2012b), Rao (2013) 

IS 

characteristic 

Standardised IS are preferable to tailor-built systems in outsourcing. Business 

knowledge dependent and complex IS should be managed onsite or within geographical 

proximity. The less standardised the outsourced IS is the more effort 

needs to be put on the management of the IS outsourcing process. The 

characteristics of the outsourced IS is related to the degree of required 

communication. 

--------------------------------------------------------------------------------------------- 

Lee et al. (1999), Cullen et al. (2005b), Avison & Fitzgerald (2006), Shao & 

David (2007), Wüllenweber et al. (2008), Bergkvist & Johansson (2011) 

Responsibility Clearly articulated roles and responsibilities should be managed during the early phases of 

the ISOP and become operationalised as the transfer starts. Well-documented roles 

and responsibilities are found to promote the establishment of 

committed teams and fruitful outsourcing relationships. Delegation of 

responsibility is one way of building and maintaining trust. 

--------------------------------------------------------------------------------------------- 

Cullen et al. (2005a), Ranganathan & Balaji (2007), Bergkvist & Johansson 

(2011), Njeru & Sjölund (2013) 

Geographical 

location of 

key actors 

Refers to the supplier’s location in relation to the client’s location. 

Geographical proximity between client and supplier location increases the possibility for 

similarities in mind-set and language. As geographical distance influences the IS 

outsourcing relationship it has to be approached by management in an early stage. 

--------------------------------------------------------------------------------------------- 

Carmel (1999), Fisher et al. (2008) 
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Table 6.11  (continuation): Key conditions and central aspects from a theoretical 
point of view (to be continued) 

Key 

condition 
Central theoretical aspects 

Expectations Expectations should be discussed in relation to contract negotiation as this stage should deal 

with actors’ expectations on the IS outsourcing engagement. Further the contract should 

specify expected exchanges.  

---------------------------------------------------------------------------------------------- 

Kern & Willcocks (2001), Parikh & Gokhale (2006), Fisher et al. (2008) 

Expectation 

realisation 

If expectations are stipulated in the contract the contract constitutes 

the foundation for measuring expectation realisation. Realisation of 

expectations is important to maintain trust. 

----------------------------------------------------------------------------------------------- 

Nguyen et al. (2006), Parikh & Gokhale (2006) 

Language Language differences and differences in dialects/accent are major challenges during IS 

outsourcing, especially in international relationships. Knowledge skills in language are thus 

important when building international relationships. Consequently it is important to identify 

a primary language for oral and written communication. It is beneficial if the set-up of the 

delivery organisation includes a client interface that makes it possible for the client to 

communicate in its native language. Further, it is recommended that some 

people at the client are fluent in the language of the supplier’s country. 

----------------------------------------------------------------------------------------------- 

Dominguez (2006), Rosine & Tugrul (2009), Yalaho & Nahar (2009), Al-Salti 

& Hackney (2011) 

Technical 

infrastructure 

A non-functional technical infrastructure influences negatively the business operations, the 

ISOP and the IS outsourcing relationship. The set-up of the technical 

infrastructure should ensure software and hardware compatibility to 

enable sharing of technologies and ICT tools. 

----------------------------------------------------------------------------------------------- 

Kern & Willcocks (2001), Pauleen & Yoong (2001) 

Face-to-face 

meetings 

Face-to-face meetings are crucial to build and maintain client–supplier relationships. Face-

to-face meetings contribute to openness, understanding of ways of working and 

cultural differences, ease of communication as well as the creation of a team 

feeling. Face-to-face meetings should imbue all the phases of the ISOP. 

----------------------------------------------------------------------------------------------- 

Oshri et al. (2007), Ranganathan & Balaji (2007), Wiesinger & Beimborn 

(2013) 

Knowledge Actors performing processes need to possess certain knowledge to be able to prepare, perform 

and evaluate activities. The planning of an outsourcing engagement should include the re-use 

of experiences from previous outsourcing engagements. Criteria such as technical skills and 

industry know-how should be used as guidance during the supplier selection process. The 

outsourcer needs to develop a strategy for knowledge retention. 

----------------------------------------------------------------------------------------------- 

Cullen et al. (2005a), Goldkuhl & Röstlinger (2005), Yalaho (2006) 
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Table 6.11  (continuation): Key conditions and central aspects from a theoretical 
point of view (to be continued) 

Key 

condition 
Central theoretical aspects 

Communi-

cation 

On-going communication promotes the institutionalisation of the 

client–supplier relationship. Communication is crucial to reaching mutual 

understanding about the practice of IS outsourcing. Distant communication is dependent on 

good communication technologies. 

---------------------------------------------------------------------------------------------- 

Kumar & Palvia (2002), Alborz et al. (2003), Carmel & Tjia (2005), Solli-

Sæther & Gottschalk (2008), Wüllenweber et al. (2008) 

Boundary 

spanning 

Boundary spanning activities across organisational boundaries or intra-

organisational activities are important for bridging gaps in culture and 

knowledge and for managing inter-organisational communication. A 

communication strategy should be established as the transfer starts. 

Management structures for communication, including communication interfaces 

between client and supplier at different organisational levels as well as escalation paths, 

increase the firms’ ability to foster good client–supplier interactions. Boundary 

spanning-in-practice includes the integration of various fields of 

expertise, composing a joint field of practice, engaging organisational 

and professional resources at both sides of the relationship. 

---------------------------------------------------------------------------------------------- 

Cullen et al. (2005a), Levina & Vaast (2005), Ranganathan & Balaji (2007), 

Levina & Kane (2009), Fisk et al. (2010), Das Aundhe et al. (2011), Johansson 

& Bergkvist (2012) 

Change 

management 

Change management is important during outsourcing. Change management 

includes management of the retained organisation and the staff influenced by the outsourcing 

engagement. Managers need to act professionally for the employees to take part in the 

changes.  

----------------------------------------------------------------------------------------------

Cullen et al. (2005a), Dominguez (2006), Ranganathan & Balaji (2007) 

Transition 

strategy 

The strategy is the foundation of the transition phase and should describe the 

approach of the transfer, how resources should be shared and trained, the expected result, the 

performance indicators to measure the results and the role of the transfer co-

ordinator. The strategy should be developed with regard to the factors 

influencing transition performance; transition planning, knowledge transfer, 

transition governance and retained organisation.  

---------------------------------------------------------------------------------------------- 

Zeng (2003), Cullen et al. (2005a), Yalaho & Nahar (2009), Beulen et al. 

(2011) 
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Table 6.11  (continuation): Key conditions and central aspects from a theoretical 
point of view (to be continued) 

Key 

condition 
Central theoretical aspects 

ISD 

methodology 

The rationale of the use of an ISD methodology is to balance technical aspects with 

behavioural, to reach a better end product, a better development process and a standardised 

process. The ISD methodology sets the agenda for way of working and contributes to the 

mutual understanding about how the cooperation should be designed and activities performed. 

As ISD represents a particularly complex work domain it should be 

supported by a commonly used ISD methodology.  
----------------------------------------------------------------------------------------------- 

Avison & Fitzgerald (2006), Wüllenweber et al. (2008) 

Trust Trust is the belief that a party’s word or promise is reliable and that a party will realise the 

obligations in an exchange relationship. Trust has been identified as an important condition 

in inter-organisational relationships as trust contributes to improved 

communication and performance, satisfaction and knowledge sharing. 

Delegation of responsibility is one way of building and maintaining trust. 

----------------------------------------------------------------------------------------------- 

Dwyer et al. (1987), Sabherwal (1999), Siakas & Siakas (2008) 

Control Control is to ensure that members of a firm act in a manner that is consistent with the goals 

and objectives of the firm. During IS outsourcing, control can be inhibited by cultural 

differences and geographical distance. The level of control increases with the 

degree of complexity of the outsourced IS activities. A common ISD 

methodology facilitates to maintain control. 

----------------------------------------------------------------------------------------------- 

Kirsch (1997), Krishna et al. (2004), Sabherwal & Choudhury (2006) 

Openness Openness refers to open discussions at all levels. The degree of openness is 

influenced by how management communicates. Openness is important to 

reach successful outsourcing relationships. 

----------------------------------------------------------------------------------------------- 

Kinnula & Juntunen (2005) 

Boundary 

spanner 

A person with skills such as good leadership, technical and communicative ability, social 

and team building skills should be present at the receiving unit as the transfer starts. This 

is especially important when the relationship is new and immature and 

where processes for the way of working are missing. Boundary spanners 

facilitate the building of inter-organisational relationships. Boundary 

spanners are important to have during the initial preparation of an IS 

outsourcing as well as during the whole life-cycle of the relationship. 

Onsite a co-ordinator role is necessary, acting as a supervisor for the team 

members and managing the interface with the offshore team. The role 

gatekeeper should manage the interface with the client. Middle 

managers need the skills and experience to manage internal and 

external teams and relationships. 

----------------------------------------------------------------------------------------------- 

Fisk et al. (2010), Willcocks & Griffiths (2010), Johansson & Bergkvist (2012) 
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Table 6.11  (continuation): Key conditions and central aspects from a theoretical 
point of view (to be continued) 

Key 

condition 
Central theoretical aspects 

Satisfaction Satisfaction concerns the degree of satisfaction with the relationship, the positive affective state 

resulting from a relationship, and the performance of the IS outsourcing process.   
-----------------------------------------------------------------------------------------------

Anderson & Narus (1984), Kern & Willcocks (2001) 

Relationship The relationship starts when the parties meet for the first time and then 

it gradually continues to evolve during the IS outsourcing process. A 

partnership is characterised as collaborative where interactions are 

governed by social norms. The partnership is distinguished by trust and 

shared values, - norms, - goals and - work cultures. Such partnership has a 

greater chance to achieve the desired outsourcing performance. Thus 

socialising activities are important in the building of fruitful client–

supplier relationships. 

---------------------------------------------------------------------------------------------- 

Yalaho & Nahar (2009), Al-Salti & Hackney (2011), Luftman et al. (2011) 

System 

quality 

System quality is one of the conditions found to maintain trust. In 

trustworthy relationships more qualitative system functionality is 

produced. Poor system quality constitutes condition for IS user 

dissatisfaction.  

---------------------------------------------------------------------------------------------- 

Ali Babar et al. (2007), Siakas & Siakas (2008), Ya-Yueh (2011) 

Personal 

skills 

Skilled team members are vital when performing IS outsourcing. Skills include 

technical skills, business skills, social skills, and project management 

skills. Other desired personal qualities include language skills, curiosity, 

being a quick learner, autonomy, power of initiative, and 

inquisitiveness. Lack of commitment among foreign developers constitutes reason for 

terminating global IS outsourcing relationships. 

-----------------------------------------------------------------------------------------------

Dominguez (2006), Yalaho & Nahar (2009), Beulen et al. (2011), Luftman et 

al. (2011), Moe et al. (2013) 

Project 

management 

IS outsourcing projects are performed within given constraints of time, cost, 

resource and quality. Thus project management responsibilities include financial 

management, resource management, time management and quality management. 

---------------------------------------------------------------------------------------------- 

Cadle & Yeates (2001), Fabriek et al. (2008) 

Performance 

indicators 

Performance indicators can be described as operationalised process characteristics used to plan 

and evaluate process quality to secure that the processes produce what it is intended to 

produce. Performance indicators are further used to measure if expectations and stipulations 

in the contract are met. Definition of performance indicators should be part 

of contract negotiation.  

---------------------------------------------------------------------------------------------- 

Österle (1995), Kumar & Palvia (2002), Yalaho (2006) 
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Table 6.11  (continuation): Key conditions and central aspects from a theoretical 
point of view 

Key 

condition 
Central theoretical aspects 

Age of 

relationship 

Prior history of interaction between client and supplier influences 

perceptions towards the other. These perceptions in turn determine 

their behaviours during IS outsourcing. Long-term relationships in 

which on-going communication and information exchanges are 

common can be described in term of institutionalisation. 

Institutionalisation contributes non-questionable expectations of 

either part where individuals are filling different roles by nature. 

---------------------------------------------------------------------------------------------- 

Håkansson (1982), Van der Valk et al. (2008), Beulen et al. (2011) 

Relationship 

management 

Relationship management is an evolving activity that starts with the 

activity of selecting a supplier and spans throughout the following 

phases of the ISOP. Relationship management is complex due to 

relational, social and human characteristics. Conditions found to be important 

in IS outsourcing relationships, such as social ties, openness and trust, should be 

encouraged by relationship management. Relationship management 

should develop management structures as well as evaluation and 

monitoring mechanisms for the creation of solid working relationships 

built on trust and commitment. 

---------------------------------------------------------------------------------------------- 

Yalaho (2006), Yalaho & Nahar (2009), Kronawitter et al. (2013) 

Risk 

management 

A risk is defined as a surprise or an uncertainty and is related to the aspect of 

loss. Risk management aims at reducing the level of risk exposure, dealing 

with uncertainties which often cannot be eliminated but need to be managed 

in some way. Risk management activities should be conducted 

concurrently with the phases of the IS outsourcing process, from the 

very beginning and then as a monitoring and follow-up effort 

throughout the process. 

---------------------------------------------------------------------------------------------- 

Yalaho (2006, 2009), Kronawitter et al. (2013) 

 

In the following section key conditions and their relation to the units of analysis 

is described from a theoretical point of view.  

 

6.3.3 Key conditions and their relation to the units of analysis from a 
theoretical point of view 

As part of adding the theoretical perspective the contributions from theory are 

related to the four units of analysis (see Table 6.12). The relation between key 
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conditions and the units of analysis is based on the author’s interpretation of 

the reviewed literature.  

 

Table 6.12: Key conditions and their relation to the units of analysis from a theore-
tical point of view24 (to be continued) 

Key 

condition 

Relation to 

organisational 

level 

Relation 

to actor 

Relation to 

phases of 

ISOP 

Relation to 

ISO 

relationships 

Argument 

Culture Strategic (SL), 

Operative 

(OL), Systems 

(SyL)  

Supplier 

(S), 

Client 

(C), IS 

user (U) 

Evaluation 

(E), 

Negotiation 

(N), 

Transition 

(T), Middle 

(M) 

S ↔ C, 

S onsite unit 

↔ S captive 

centre, 

S ↔ U, 

C ↔ U 

Cultural 

distances need 

to be managed 

from the very 

beginning of 

the ISOP and 

then continually 

IS SL, OL S, C E, N S ↔ C The 

characteristic of 

the IS influence 

the practice of 

the ISOP and 

should 

therefore guide 

the early phases 

of the ISOP 

Responsibility SL, OL S, C N, T S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Documented 

roles and 

responsibilities 

should be 

managed 

initially as they 

promote the 

establishment 

of fruitful 

outsourcing 

relationships 

 

 

 

 

 

 

 

 

                                                 
24

 ISO in the table heading is an abbreviation for IS outsourcing 



 303 

Table 6.12 (continuation): Key conditions and their relation to the units of analysis 
from a theoretical perspective (to be continued) 

Key 

condition 

Relation to 

organisational 

level 

Relation 

to actor 

Relation to 

phases of 

ISOP 

Relation to 

ISO 

relationships 

Argument 

Geographical 

location of 

key actors 

SL S, C E, N S ↔ C Geographical 

distance 

influences the 

practice of the 

ISOP and has 

to be 

approached by 

management 

in an early 

stage 

Expectation SL S, C N S ↔ C Actors’ 

expectations 

should be 

discussed 

during 

contract 

negotiation 

Expectation 

realisation 

SL, OL S, C M S ↔ C The 

expectations 

defined in the 

contract are 

used to 

measure if 

expectations 

are realised 

Language SL, OL S, C E, N S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Risks related 

to language 

should be 

managed and 

prevented 

during the 

initial phases 

of the ISOP  

Technical 

infrastructure 

OL, SyL S, C T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

A non-

functional 

technical 

infrastructure 

influences the 

ISOP 
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Table 6.12 (continuation): Key conditions and their relation to the units of analysis 
from a theoretical perspective (to be continued) 

Key 

condition 

Relation to 

organisational 

level 

Relation 

to actor 

Relation to 

phases of 

ISOP 

Relation to 

ISO 

relationships 

Argument 

Face-to-face 

meetings 

SL, OL, SyL S, C E, N, T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

 

Face-to-face 

meetings are 

crucial to build 

and maintain 

client–supplier 

relationships 

and should 

imbue all 

phases of the 

ISOP 

Knowledge SL, OL, SyL S, C E, N, T, M S ↔ C,  

S onsite unit 

↔ S captive 

centre 

Different 

perspectives 

of knowledge 

relate to the 

ISOP; actors’ 

knowledge, 

experiences 

and skills as 

well as the 

management 

of knowledge 

retention 

Communi-

cation 

SL, OL, SyL S, C, U E, N, T, M S ↔ C, 

C ↔ U, 

S ↔ U, 

S onsite unit 

↔ S captive 

centre 

On-going 

communi-

cation among 

actors at all 

levels is crucial 

to reach a 

successful 

outcome of 

the ISOP 
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Table 6.12 (continuation): Key conditions and their relation to the units of analysis 
from a theoretical perspective (to be continued) 

Key 

condition 

Relation to 

organisational 

level 

Relation 

to actor 

Relation to 

phases of 

ISOP 

Relation to 

ISO 

relationships 

Argument 

Boundary 

spanning 

SL, OL, SyL S, C, U E, N, T, M S ↔ C, 

C ↔ U, 

U ↔ S, 

S onsite unit 

↔ S captive 

centre 

Boundary 

spanning 

activities are 

important to 

bridge gaps 

and manage 

communi-

cation in IS 

outsourcing 

relationships 

Change 

management 

OL S, C N, T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Change 

management 

includes 

management 

of the retained 

organisation 

and 

responsibility 

for resource 

allocation to 

achieve 

sourcing goals 

Transition 

strategy 

SL, OL S, C N, T S ↔ C, 

S onsite unit 

↔ S captive 

centre 

The strategy is 

the foundation 

for the 

transition 

phase and 

should be 

developed 

with regard to 

transition 

planning, 

knowledge 

transfer, 

transition 

governance 

and retained 

organisation 
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Table 6.12 (continuation): Key conditions and their relation to the units of analysis 
from a theoretical perspective (to be continued) 

Key 

condition 

Relation to 

organisational 

level 

Relation 

to actor 

Relation to 

phases of 

ISOP 

Relation to 

ISO 

relationships 

Argument 

ISD 

methodology 

OL, SyL S, C, U M S ↔ C, 

S ↔ U, 

S onsite unit 

↔ S captive 

centre 

The ISD 

methodology 

contributes a 

way of 

working and a 

mutual 

understanding 

about how 

cooperation 

should be 

designed 

Trust SL, OL, SyL S, C N, T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Trust among 

actors is 

important to 

reach desired 

outcome of 

the ISOP  

Control OL S, C T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Control is to 

ensure that 

team members 

perform in a 

manner that 

ensures the 

fulfilment of 

project goal  

Openness SL, OL, SyL S, C T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Relationship 

management 

should 

emphasise the 

importance of 

openness as it 

positively 

influence 

relationship 

building  

 

 

 

 



 307 

Table 6.12 (continuation): Key conditions and their relation to the units of analysis 
from a theoretical perspective (to be continued) 

Key 

condition 

Relation to 

organisational 

level 

Relation 

to actor 

Relation to 

phases of 

ISOP 

Relation to 

ISO 

relationships 

Argument 

Boundary 

spanner 

SL, OL, SyL S, C, U E, N, T, M S ↔ C, 

C ↔ U, 

U ↔ S, 

S onsite unit 

↔ S captive 

centre 

Boundary 

spanners are 

important to 

have during 

the initial 

preparation of 

an IS 

outsourcing as 

well as during 

the whole life-

cycle of the 

relationship 

Satisfaction SL, OL, SyL S, C M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Satisfaction 

relates to 

performance 

of outsourcing 

relationship 

and ISOP 

Relationship SL, OL, SyL S, C E, N, T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Relationship 

starts when 

the parties 

meet the first 

time and then 

iteratively 

continues to 

evolve during 

the ISOP 

System 

quality 

OL, SyL S, C, U M S ↔ C, 

S ↔ U 

S onsite unit 

↔ S captive 

centre 

Qualitatively 

produced 

system 

functionality 

contributes to 

trustworthy 

relationships 
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Table 6.12  (continuation): Key conditions and their relation to the units of analysis 
from a theoretical perspective (to be continued) 

Key 

condition 

Relation to 

organisational 

level 

Relation 

to actor 

Relation to 

phases of 

ISOP 

Relation to 

ISO 

relationships 

Argument 

Personal 

skills 

OL, SyL S, C T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Skilled team 

members with 

the right 

personal 

qualities 

contribute to 

successful IS 

outsourcing 

Project 

management 

OL S, C M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Project 

management 

responsibilities 

relate to 

constraints of 

time, cost, 

resource and 

quality 

Performance 

indicators 

SL, OL S, C N, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Performance 

indicators 

should be 

defined as part 

of contract 

negotiation 

and be used to 

evaluate 

stipulations in 

the contract 

and process 

performance 

Age of 

relationship 

SL, OL, SyL S, C E, N, T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Prior history 

of interaction 

between client 

and supplier 

influences 

perceptions 

and 

behaviours 

towards each 

other 
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Table 6.12  (continuation): Key conditions and their relation to the units of analysis 
from a theoretical perspective  

Key 

condition 

Relation to 

organisational 

level 

Relation 

to actor 

Relation to 

phases of 

ISOP 

Relation to 

ISO 

relationships 

Argument 

Relationship 

management 

SL, OL S, C E, N, T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Relationship 

management is 

an evolving 

activity that 

starts with the 

activity of 

selecting a 

supplier and 

spans 

throughout 

the following 

phases 

Risk 

management 

SL, OL S, C E, N, T, M S ↔ C, 

S onsite unit 

↔ S captive 

centre 

Risk 

management 

must not be 

perceived as a 

single activity 

but as an 

evolving 

activity that 

span the entire 

ISOP 

 

Adding a theoretical perspective to the empirical description of the key condi-

tions further enriches and validates the identified key conditions and their rela-

tion to the ISOP. Furthermore, theory contributes additional key conditions 

(age of relationship, relationship management, risk management) found impor-

tant in the practice of the ISOP. As a result of adding the theoretical perspec-

tive, the empirical findings can be placed in relation to the theory, thus contri-

buting a fruitful foundation for the reconsideration of The IS OUT Frame-

work. The justification of combining empirical and theoretical findings and 

contributions is accounted for in the subsequent section.  
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6.4 Analysis part I: key conditions and their relation to the IS 
outsourcing process 

In this concluding part of the analysis part I (stage three) each identified key 

condition will be discussed with regard to the empirical and theoretical findings 

and contributions given earlier in this chapter. In other words, the empirical 

and theoretical input is combined to reinforce conclusions regarding the signi-

ficance of each key condition and how they are related to the ISOP.  

 

6.4.1 Culture 

Culture is interpreted as a key condition influencing the overall practice of the 

ISOP. This applies especially if the actors are located in different countries, 

distant from each other. Cultural aspects are reflected in generalised values, be-

liefs and norms, patterns of thinking, ways of communicating as well as actors’ 

behaviour and attitudes. In particular the dimension of power distance is found 

to influence international business relationships. Initially it is important to be 

aware of the cultural differences following an IS outsourcing engagement and it 

is recommended to formulate a strategy for how these differences should be 

managed. Yet, cultural differences are difficult to negotiate implying that client–

supplier relationships always, to some degree, have to cope with cultural related 

aspects. Cultural distance management, a practice aimed to bridge cultural 

distances, includes that cultural differences are understood and accepted for the 

purpose of reaching mutual agreements on how to adapt to them. To conclude, 

the key condition culture and its influence on the practice of the ISOP is pre-

sented in Table 6.13 by relating culture to the four units of analysis.  

 

Table 6.13: Key condition culture and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 

 

6.4.2 IS characteristic 

The characteristic of the IS part of the outsourcing engagement is vital as it is 

shown to influence the selection of business partner, such as where the actors 
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are geographically located in relation to each other, the set-up of the supplier’s 

delivery organisation as well as how the transfer should be implemented. De-

pendent on the ISD strategy that is, whether the IS is tailor-built or a standard 

application solution, it has consequences for the time required to learn the IS 

and the amount of required communication. Outsourcing of tailor-built IS 

requires availability of IS experts during the stage of learning, which further 

should be supported by technologies for distant communication and informa-

tion sharing. When the learning period for mastering the outsourced IS spans 

several years, staff turnover needs to be prevented. Consequently the less stan-

dardised IS the more effort needs to be put on the management of the ISOP. 

The key condition IS and how it relates to the ISOP is given in Table 6.14. 

 

Table 6.14: Key condition IS characteristic and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 

 

6.4.3 Responsibility 

Who is responsible for what needs to be clearly articulated and documented 

during the early phases of the ISOP and be operationalised as the transfer 

starts. This includes responsibility in relation to certain roles as well as how 

responsibility is shared within the client–supplier relationship. When setting up 

a delivery organisation, it is recommended to clearly state and document how 

responsibility is shared among the units included in the delivery organisation. 

This is especially important as well-documented roles and responsibilities are 

found to promote the establishment of committed teams and fruitful outsour-

cing relationships. The key condition responsibility and how it relates to the 

ISOP follows in Table 6.15. 
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Table 6.15: Key condition responsibility and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative Supplier, Client Negotiation, 

Transition 

Supplier (S) ↔ Client,  

S onsite unit ↔ S 

captive centre 

 

6.4.4 Geographical location of key actors 

The key condition geographical location of key actors refers to the supplier’s 

location in relation to the client’s location. The geographical distance needs to 

be considered during the pre-contract and contract stage as it relates to condi-

tions such as culture and language as well as to the aspect time, such as time to 

travel and time zone differences. From a strategic level perspective, closeness is 

seen as a competitive advantage, implying a client interface located in the same 

country as the location of the client’s headquarters. Hence, it is recommended 

that the delivery organisation should preferably be made up by both domestic 

and international resources. The key condition geographical location of key 

actors and how it relates to the ISOP is presented in Table 6.16. 

 

Table 6.16: Key condition geographical location of key actors and its relation to 
the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic  Supplier, Client Evaluation, 

Negotiation 

Supplier (S) ↔ Client,  

S onsite unit ↔ S 

captive centre 

 

6.4.5 Expectations 

Expectations should be discussed in relation to contract negotiation as the con-

tract stage should deal with actors’ expectations on the IS outsourcing engage-

ment. Expectations are related to issues such as roles, responsibilities and the 

assignment and influence on the way of working. Early discussions held face-

to-face contribute to the understanding of each other’s expectations and the 

establishment of a joint agreement. The key condition expectations and its 

relation to the ISOP is given in Table 6.17. 
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Table 6.17: Key condition expectations and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative Supplier, 

Client 

Negotiation Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 

 

6.4.6 Expectation realisation 

Expectation realisation includes fulfilment of the expectations stipulated in the 

contract as well as in relation to project delivery. Process result and project 

results (partial results) should satisfy the actors performing the ISOP, however, 

especially the client and the IS users. The research also shows that actors need 

to be aware of the existence of informal expectations in the practice of the 

ISOP. For example, the actors at the captive centre express a wish to realise 

expectations related to independent problem solving and development of 

qualitative system functionality. Realising these informal expectations is 

believed to contribute to satisfied actors and the building of trustworthy 

relationships. The key condition expectation realisation and its relation to the 

ISOP is given in Table 6.18. 

 

Table 6.18: Key condition expectation realisation and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, Client, 

IS user 

Middle Supplier (S) ↔ Client,  

S onsite unit ↔ S 

captive centre, 

S ↔ IS user 

 

6.4.7 Language 

Differences in native language and dialects, accents, and pronunciation are 

major challenges during IS outsourcing, especially in international relationships. 

Linguistic problems cause misunderstandings, which in turn affect cooperation 

and required degree of control. Language skills are thus important when 

building international relationships. Consequently, it is important to identify a 

primary language for oral and written communication. To reduce linguistic 
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problems the spoken word should be supplemented with written notes. 

Furthermore, face-to-face meetings reduce risks related to language. It is 

beneficial if the set-up of the delivery organisation includes a client interface 

that makes it possible for the client to communicate in its native language. The 

possibility to speak in native language contributes to the building of a good 

relationship. Further, it is recommended that some people at the client are 

fluent in the language of the supplier’s country. The key condition language and 

its relation to the ISOP is presented in Table 6.19. 

 

Table 6.19: Key condition language and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 

 

6.4.8 Technical infrastructure 

Working remotely requires access to hardware, applications and networks. 

Furthermore, hardware and software compatibility for the realisation of shared 

ICT tools between actors is essential. Hence it follows that a well-functioning 

technical infrastructure needs to have been established as the transfer starts, at 

least before remote work starts. In other words the set-up of the technical 

infrastructure needs to be managed in a proactive manner. A non-functional 

technical infrastructure negatively influences the business operations, the ISOP 

and the IS outsourcing relationship. The key condition technical infrastructure 

and its relation to the ISOP is given in Table 6.20.  

 

Table 6.20: Key condition technical infrastructure and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative Supplier, 

Client 

Negotiation, Transition Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 
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6.4.9 Face-to-face meetings 

Face-to-face meetings include different forms of personal meetings that pro-

mote the creation of a ‘we feeling’, which is necessary in the building of fruitful 

IS outsourcing relationships. Co-working, personal visits and socialising activi-

ties as examples of face-to-face meetings should precede distant work as they 

contribute to the understanding of each other’s way of working. Further, face-

to-face meetings contribute to openness, understanding of cultural differences 

and ease of communication. Consequently, it is important to meet a forth-

coming outsourcing partner in their premises before signing a contract. Face-

to-face meetings should imbue all the phases of the ISOP for the purpose of 

building and maintaining client–supplier relationships. The key condition face-

to-face meetings and its relation to the ISOP is presented in Table 6.21. 

 

Table 6.21: Key condition face-to-face meetings and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 

 

6.4.10 Knowledge 

Actors performing in the ISOP need to possess certain knowledge (explicit, 

tacit) to be able to prepare, perform, and evaluate activities. The ISOP should 

partly be guided by the experiences collected from previous IS outsourcing 

engagements. The characteristics of the IS influence the competences required. 

However, common criteria used as guidance during the supplier selection 

process include technical skills and industry know-how. IS knowledge is 

preferably transferred by including the receiving unit as part of a real project. 

Further the transfer of client business knowledge requires client contact. Thus, 

the receiving unit needs to take part of the client business to get to know the 

client’s way of working. To enhance the knowledge-making process, it is 

recommended that various components of learning should be included as part 

of daily ISD work. As IS outsourcing includes the risk of losing expertise, the 

outsourcer needs to develop a strategy for knowledge retention. It is vital that 

the employees being part of the retained organisation feel that their knowledge 



 316 

is still required. The key condition knowledge and how it relates to the ISOP is 

presented in Table 6.22. 

 

Table 6.22: Key condition knowledge and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 

 

6.4.11 Communication 

Communication includes formal and informal dialogues between actors where 

information is shared or exchanged either face-to-face or at a distant via 

technologies such as professional communication tools, instant messaging or e-

mail. Practitioners acknowledge that communication is the foundation of 

successful IS outsourcing relationships. Communication is crucial during the 

early phases of the ISOP for reaching mutual understanding of how activities 

should be coordinated and performed. Frequent communication contributes to 

informal relationships where patterns of interaction are institutionalised. When 

actors are located far from each other communication may be hampered due to 

differences in language, terminology, and culture. To reduce problems related 

to distant communication it is recommended that spoken communication is 

supplemented with written notes and/or protocols. The protocols can there-

after be used to share information among performing actors. Consequently, a 

certain degree of formalisation and the presence of documentation are recom-

mended during IS outsourcing. The key condition communication and its re-

lation to the ISOP is presented in Table 6.23. 

 

Table 6.23: Key condition communication and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client, IS user 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre, 

S ↔ IS user, 

Client ↔ IS user 
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6.4.12 Boundary spanning 

Boundary spanning is activities that are important for bridging gaps in culture 

and knowledge and for the management of inter-organisational communication. 

Boundary spanning promotes the integration of various fields of expertise, 

composing a joint field of practice, where organisational and professional 

resources at both sides of the relationship are engaged. A communication stra-

tegy should be established as the transfer starts. Management structures for 

communication, including communication interfaces within as well as between 

client and supplier at different organisational levels, escalation paths as well as 

user reference groups, increase firms’ capability to foster good client–supplier 

interactions. Communication interfaces are established for the purpose of in-

creasing ease of communication. Therefore communication interfaces are pre-

ferably made up by personal relationships, for example, between IS users and 

supplier employees, or by units perceived as forming fruitful relationships. The 

key condition boundary spanning and how it relates to the ISOP is presented in 

Table 6.24. 

 

Table 6.24: Key condition boundary spanning and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client, IS user 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre,  

S ↔ IS user, 

Client ↔ IS user 

 

6.4.13 Change management 

Managers are responsible for sharing information about the IS outsourcing 

engagement. Those concerned need to be mentally prepared for a transfer and 

therefore need to have answers to questions such as ‘why the transfer is done’, 

‘how it will be performed’ and ‘its consequences’. Thus, the task of change 

management is important to keep up the motivation among employees within 

the retained organisation. When projects are large and long-term, motivated 

employees are crucial to preventing staff turnover. Support by management is 

one of the means of retaining motivated employees. The key condition change 

management and how it is related to the ISOP is given in Table 6.25. 
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Table 6.25: Key condition change management and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative Supplier, 

Client 

Negotiation, 

Transition 

Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 

 

6.4.14 Transition strategy 

The transition strategy is the foundation for the transition phase and should 

describe the performance of the transfer, how resources should be shared and 

trained, the expected result, the performance indicators to measure the results 

and the role of the transfer co-ordinator. The transition strategy should be 

developed with regard to the factors influencing transition performance; transi-

tion planning, knowledge transfer, transition governance, and retained organi-

sation. 

 

The transfer should be performed as a project with a dedicated project manager 

and a transfer budget. The transfer plan should be developed jointly by client 

and supplier organisation. A carefully developed transfer plan is the basis of 

transfer success. The characteristics of the IS, the knowledge level among the 

receiving unit and client’s requirements for KPIs should direct the phasing out 

of the business. Face-to-face meetings, learning by doing, frequent follow-ups 

and communication on a daily basis should imbue the knowledge transfer. It is 

recommended that the transfer plan should include a checklist of things that 

should be transferred. The transfer is completed when the receiving team has 

confirmed the transfer of activities and responsibilities. In parallel with the 

knowledge transfer, the retained organisation and its employees need to be 

managed in a professional manner. The key condition transition strategy and 

how it relates to the ISOP is presented in Table 6.26. 

 

Table 6.26: Key condition transition strategy and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative Supplier, Client Negotiation, 

Transition 

Supplier (S) ↔ Client,  

S onsite unit ↔ S 

captive centre 
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6.4.15 ISD methodology 

The rationale behind the use of an ISD methodology is to balance technical 

against behavioural aspects to obtain a better end product, a better develop-

ment process, and a standardised process. The ISD methodology sets the 

agenda for the way of working and contributes to the mutual understanding of 

how the cooperation should be designed and activities performed. As ISD 

represents a particularly complex work domain, it should be supported by a 

commonly used ISD methodology. In IS outsourcing the aspect of geographical 

distance adds to the complexity dimension. In ISD projects where team 

members are geographically dispersed, structures including communication on a 

daily basis, frequent instances of verification and information sharing, such as 

demos, and high level of cooperation are important and also highly appreciated. 

Client and IS user involvement during the ISD process is further valued when 

the IS outsourcing engagement includes outsourcing of user-intensive IS. High 

client and IS user involvement during the ISD process aims at client and IS user 

satisfaction. From these points of views the agile approach Scrum has been 

found successful. Further, it promotes the building of a team feeling when team 

members are located at a distance from each other. The key condition ISD 

methodology and how it relates to the ISOP is presented in Table 6.27. 

 

Table 6.27: Key condition ISD methodology and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Operative, Systems Supplier, 

Client, IS 

user 

Middle Supplier (S) ↔ Client, S 

onsite unit ↔ S captive 

centre, 

S ↔ IS user 

 

6.4.16 Trust 

Trust is the belief that an actor’s word or promise is reliable and that an actor 

will realise the obligations in an exchange relationship. Aspects such as honesty, 

safety, openness, and sympathy characterise established trust. Trust has been 

identified as an important condition in inter-organisational relationships as trust 

contributes to improved communication and performance, satisfaction, and 

knowledge sharing. Further, trustworthy leadership creates a feeling of safety in 

new relationships. Delegation of responsibility and freedom with responsibility 
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promote the building and maintaining of trust. The key condition trust and how 

it relates to the ISOP is presented in Table 6.28. 

 

Table 6.28: Key condition trust and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, Client Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 

 

6.4.17 Control 

Control is a management practice and includes ensuring that members of an 

organisation act in a manner that is consistent with the goals and objectives of 

the firm. During IS outsourcing, control can be inhibited by cultural differences 

and geographical distance among actors. The level of control increases with the 

degree of complexity of the outsourced IS. The desire for maintaining control is 

associated with actors’ responsibility for the IS outsourcing engagement. The 

use of a common ISD methodology, where communication and demos are 

recurrent activities, facilitates the maintenance of control when team members 

are geographically dispersed. The key condition control and how it relates to 

the ISOP is given in Table 6.29. 

 

Table 6.29: Key condition control and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Operative Supplier, 

Client 

Transition, Middle Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 

 

6.4.18 Openness 

Openness refers to an open climate where actors at all levels feel free to discuss 

whatever they want. Face-to-face meetings contribute to the creation of open-

ness. However, the degree of openness is also influenced by the way manage-

ment communicates and disseminates information. An IS outsourcing relation-
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ship characterised by openness distinguishes a good relationship. The key 

condition openness and how it relates to the ISOP is presented in Table 6.30. 

 

Table 6.30: Key condition openness and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, Client Transition, Middle Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 

 

6.4.19 Boundary spanner 

Research indicates the importance of the presence of skilled persons with a 

great sense of responsibility on both sides of an IS outsourcing relationship. 

Important skills during IS outsourcing include good leadership, technical ability, 

communicative ability, social skills and team building skills. Talented boundary 

spanners with important skills facilitate the building of inter-organisational 

relationships, especially as they contribute to the fostering of trust. Therefore 

boundary spanners are important in the initial preparation of an outsourcing as 

well as during the whole life-cycle of the relationship. 

 

Research in particular has identified the vital roles at the sending site (onsite 

unit). The co-ordinator role includes supervising the team members and 

managing the interface with the offshore team. Another role identified is the 

one managing the interface with the client where IS user requirements are 

managed, for instance (referred to as gatekeeper). However, the presence of a 

boundary spanner at the receiving unit must not be neglected. This is especially 

important when the team members are young and novices and when the 

relationship is new and immature lacking established processes for the way of 

working. The role of the boundary spanner is then to guide the team members 

at the receiving unit both on a personal and technical level. Thus it is 

recommended that a co-ordinator role similar to the one at the sending site 

should be present at the receiving unit. During IS outsourcing it is often the 

middle managers who manage internal and external teams and relationships. 

Hence it follows that the skills and experience of middle managers are 

important conditions during IS outsourcing engagements. The key condition 

boundary spanner and how it relates to the ISOP is presented in Table 6.31. 
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Table 6.31: Key condition boundary spanner and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Operative, Systems Supplier, 

Client 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 

 

6.4.20 Satisfaction 

Satisfaction concerns the degree of satisfaction with the outsourcing relation-

ship and the performance of the ISOP. In essence the purpose of the ISOP is 

to deliver result that contribute to satisfied client and IS users. From an IS user 

perspective satisfaction is a result of produced system functionality being 

delivered in time and meeting the quality requirements. Further the supplier’s 

responsiveness to client needs affects level of IS user satisfaction. New client 

assignments are seen as signs that the client is pleased with the relationship and 

the performance of the ISOP. The key condition satisfaction and how it relates 

to the ISOP is given below (see Table 6.32). 

 

Table 6.32: Key condition satisfaction and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client, IS user 

Transition, Middle Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre, 

S ↔ IS user 

 

6.4.21 Relationship 

The relationship starts when the actors meet for the first time and then con-

tinues to evolve in the practice of the ISOP. Practitioners acknowledge the pre-

sence of good relationships. Such a relationship could be labelled a cooperative 

relationship and is characterised by collaboration and interactions governed by 

social norms. The relationship is distinguished by trust and openness as well as 

by shared values, norms, goals, and work cultures. Such a relationship 

(partnership) has a greater chance to achieve the desired benefits of IS out-
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sourcing. The key condition relationship and how it relates to the ISOP is pre-

sented in Table 6.33. 

 

Table 6.33: Key condition relationship and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client, IS user 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre, 

S ↔ IS user 

 

6.4.22 System quality 

System quality is important from an IS user perspective. As a result of IS 

outsourcing it is expected that system functionality should be as good as before 

the outsourcing or even improved. System quality is one of the conditions 

found to maintain trust in IS outsourcing relationships. Research also shows 

that the more trustworthy relationship the better system functionality is 

produced. The key condition system quality and how it relates to the ISOP is 

given in Table 6.34. 

 

Table 6.34: Key condition system quality and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Operative, Systems Supplier, 

Client, IS user 

Middle Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre, 

S ↔ IS user 

 

6.4.23 Personal skills 

Skilled team members are vital during business processes in general. In the 

ISOP, the necessary skills include technical skills, business skills, social skills 

and project management skills. Other desired personal qualities include lang-

uage skills, curiosity, being a quick learner, autonomy, power of initiative, 

creativity and inquisitiveness. Besides these qualities the importance of com-

mitted team members in the transfer and the subsequent operational work is 
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recognised in both theory and practice. Committed team members are known 

as motivated, helpful, hard-working, and willing to personally invest in work 

activities. The key condition personal skills and how it relates to the ISOP is 

presented in Table 6.35. 

 

Table 6.35: Key condition personal skills and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Operative, Systems Supplier, 

Client 

Transition, Middle Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 

 

6.4.24 Project management 

Besides more traditional project management activities, such as financial 

management, resource management, time management and quality manage-

ment, IS outsourcing projects bring additional challenges, especially as team 

members are located at a distance from each other. When the transfer is run in 

the form of a project it is the project manager who should control transfer per-

formance. Hence it follows that the project management needs to be respon-

sive to the problems that may arise during the transfer. Transfer performance 

could be affected by the characteristics of the outsourced IS, cultural dif-

ferences, and linguistic problems. As the new organisation is settled the project 

management needs to create arenas for information sharing and exchange to be 

able to control project performance. The key condition project management 

and how it relates to the ISOP is presented in Table 6.36. 

 

Table 6.36: Key condition project management and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Operative Supplier, 

Client 

Transition, Middle Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 
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6.4.25 Performance indicators 

Performance indicators can be described as operationalised process characteri-

stics used to plan and evaluate process quality to ensure that the processes 

produce what they are intended to produce. Performance indicators can also be 

used to evaluate transfer performance to make sure that agreed benefits are 

reached. They are further used to measure if expectations and stipulations in 

the contract are realised. Definition of performance indicators should be part of 

contract negotiation. As a complement to performance indicators soft 

measures, such as evaluation of competence, proactivity, and creativity, can be 

used to evaluate the client–supplier relationship. The results of the soft 

measures indicate how the relationship could be developed in a fruitful manner. 

Performance indicators and soft measures should continually be used to 

evaluate ISOP performance, on-going operational performance and client–

supplier relationship. The key condition performance indicators and how it 

relates to the ISOP is given in Table 6.37. 

 

Table 6.37: Key condition performance indicators and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative Supplier, Client Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 

 

6.4.26 Age of relationship 

Age of relationship relates to the history of interaction between the client and 

the supplier. The history of interaction influences actors’ perceptions of each 

other, which in turn determine their behaviours during the ISOP. Long-term, 

close, and intimate client–supplier relationships contribute to smooth 

negotiations where both parties know what to expect from each other. Long-

term client–supplier relationships that are distinguished by good communi-

cation and where the parties share common interests can be described in terms 

of a partnership. Cultural closeness, shared approaches to problem solving, 

similar values, and close personal chemistry are found to contribute to a 

partnership. To conclude, fruitful long-term client–supplier relationships are 

beneficial from the point of view of achieving ISOP success. The key condition 

age of relationship and how it relates to the ISOP is presented in Table 6.38. 
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Table 6.38: Key condition age of relationship and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative, 

Systems 

Supplier, 

Client 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 

 

6.4.27 Relationship management 

Relationship management is an evolving activity that starts with the activity of 

selecting an outsourcing partner and spans the following phases. Thus building 

and maintaining relationships require the presence of relationship management. 

Relationship management is complex due to relational, social and human 

characteristics. Individuals’ different background, experience and culture affect 

the relationship. Conditions found to be important in IS outsourcing relation-

ships, such as social ties, openness, trust, commitment and communication, 

should be encouraged by relationship management. Further, relationship 

management should develop management structures as well as evaluation and 

monitoring mechanisms for the creation of partnerships built on trust and 

commitment. The key condition relationship management and how it relates to 

the ISOP is presented in Table 6.39. 

 

Table 6.39: Key condition relationship management and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative Supplier, 

Client 

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client, 

S onsite unit ↔ S captive 

centre 

 

6.4.28 Risk management 

Risk management includes the monitoring of risks and aims at reducing the 

level of risk exposure. Risk management activities should be conducted con-

currently with the phases of the ISOP, from the very beginning and then as a 

monitoring and follow-up effort throughout the process. The key condition risk 

management and how it relates to the ISOP is presented in Table 6.40. 
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Table 6.40: Key condition risk management and its relation to the ISOP 

Relation to 

organisational 

level(s) 

Relation to 

actor(s) 

Relation to phase(s) 

of ISOP 

Relation to IS 

outsourcing 

relationship(s) 

Strategic, Operative Supplier, 

Client  

Evaluation, 

Negotiation, 

Transition, Middle 

Supplier (S) ↔ Client,  

S onsite unit ↔ S captive 

centre 

 

The findings of combining empirical and theoretical contributions are several. 

The findings are related to: 

 some key conditions that unite the actors performing at the different 

organisational levels, thus promoting actor alignment 

 the key conditions that are related to the actors’ client and supplier 

 the key conditions that are related to client–supplier relationships and 

the relationship between supplier’s onsite unit and supplier’s captive 

centre 

 some key conditions that span the entire ISOP, that is, they relate to the 

stages before, during and after the transfer  

 some key conditions that constitute evolving activities that span the 

phases of the ISOP 

 some key conditions that could be categorised as related to before, 

during and after the transfer 

 some key conditions that could be categorised as influencing the ISOP 

in a positive manner 

 some key conditions that could be categorised as influencing the ISOP 

in a negative manner 

 some key conditions that could be described as elements in a business 

process and environmental surroundings 

 

The findings that the key conditions are related to both the client and the 

supplier and their relationship confirm the relevance of The IS OUT Frame-

work. The key conditions included in The IS OUT Framework are identified 

using a relationship perspective, that is, the key conditions are identified as 

relevant from both the perspective of the client and the supplier and their 

relationship. In other words, the findings prove the relevance of the key 

conditions from a relationship perspective. The description, explanation and 

motivation of the findings in relation to the practice and the management of 

the ISOP follow in the subsequent sections.  
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6.5 Analysis part I: findings enabling the management of IS 
outsourcing 

As a result of the analysis part I performed as three stages of analysis, the key 

conditions and their relation to the ISOP have been described and explained. 

Further, some findings have been presented. The number of identified key 

conditions entails a certain level of complexity. To increase the understanding 

of the identified key conditions, they are in this section related to categories. 

The categories are a result of the findings of combining the empirical and 

theoretical aspects. The categories are referred to as: 

 key conditions promoting actor alignment, both client-supplier and 

intra-organisational alignment  

 key conditions spanning the entire ISOP 

 key conditions related to different stages of the ISOP 

 key conditions positively influencing the ISOP 

 key conditions negatively influencing the ISOP 

 key conditions explained as business process elements 

 

By categorising the key conditions the ambition is provide key conditions that 

are more understandable from a management perspective. 

 

6.5.1 Key conditions of alignment 

The key conditions uniting actors at the different organisational levels are the 

key conditions of alignment. More precisely the key conditions constitute the 

means of the high level of mutual understanding that is found to positively 

relate to client–supplier alignment (Reich & Benbasat, 2000). The key condi-

tions of alignment are given in Table 6.41. Results of the empirical study show 

that actors at different levels may express these key conditions in different 

ways. The key conditions that differ in significance depending on organisational 

level are in bold type. Even if the significance of a key condition does not vary 

between different organisational levels, the key condition’s influence on the 

practice of the ISOP may differ depending on phase.  
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Table 6.41: Key conditions of alignment 

Key conditions  

 Culture  Boundary spanning 

 IS characteristic  Trust 

 Expectation realisation  Openness 

 Language  Satisfaction 

 Face-to-face meetings  Relationship 

 Knowledge   Age of relationship 

 Communication  

 

Regarding the key conditions ‘IS characteristic’, ‘language’, ‘knowledge’, and 

‘communication’ there are differences in their significance between two or three 

of the different organisational levels. In the following figures (Figure 6.8-Figure 

6.11) these differences are visualised. Thick dashed squares signify that 

significance is derived from the strategic level, dashed and dotted that it is 

derived from the operative level and finely dotted that it is derived from the 

systems level. Filled rounded squares signify that the significance is derived 

from two or three organisational levels. Besides this, the figures illustrate 

further significance of the key conditions that is not related to the organisa-

tional levels, derived from both theory and practice, or from either theory or 

practice. Solid rounded squares signify significance present in both theory and 

practice, bold type that it is derived from theory and shadowed that it is derived 

from practice.  

 

In Figure 6.8-Figure 6.11 the following symbols have been used: rounded 

squares signify central concepts. Frames that surround several concepts illu-

strate that a concept is constituted by other concepts. Arrows symbolise the 

relationship between concepts and should be read in the direction of the arrow. 

Dots connected to a central concept illustrate examples of its characteristics. 
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Figure 6.8: Key condition ‘IS characteristic’ and its significance derived from theory and 

practice 

 

Figure 6.8 illustrates that the ‘IS characteristic’ influences both the transition 

strategy and the required time devoted to the stage of IS learning, which is 

stressed from both the strategic management and operative level perspective. 

At the systems level, the actors value the availability of IS experts during the 

stage of IS learning as well as the presence of technologies for distant com-

munication. Actors performing at the strategic level think that the charac-

teristics of the IS influence the geographical location of the actors, that is, the 

location of the supplier in relation to the client’s location. From a theoretical 

point of view it is found that the characteristics of the IS influence on degree of 

communication and management. When the stage of IS learning spans several 

years, the practitioners recognise the importance of staff turnover prevention.  
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Figure 6.9: Key condition ‘language’ and its significance derived from theory and practice 

 

Figure 6.9 illustrates that ‘language’ concerns linguistic problems caused by dif-

ferences in the native language and dialects, accents, and pronunciation, where 

the first two have been identified from both the operative and systems level 

perspective. From this point of view language is the cause of misunder-

standings, which according to actors performing at the operative level affect co-

operation. Further, these actors think that language influences the way the 

ISOP needs to be controlled. Face-to-face meetings decrease problems related 

to language and should therefore be promoted by management. Linguistic 

problems can be reduced by written supplements. This is recommended from 

both the operative and the systems level perspective. From a theoretical and 

practical point of view the identification of a primary language is suggested. 

Apart from a primary language, it is recommended that some actors on each 

side of the relationship are fluent in the language of the other side. Further, 

research shows that differences in language affect knowledge transfer as well as 

communication. 
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Figure 6.10: Key condition ‘knowledge’ and its significance derived from theory and 

practice 

 

Figure 6.10 illustrates that ‘knowledge’ consists of competence, experience and 

skill. Actors need to possess certain knowledge to manage process activities. 

During the selection of the supplier, it is therefore important to consider the 

knowledge of the receiving unit. In IS outsourcing the required knowledge is 

related to the characteristics of the IS, which include IS knowledge, technical 

skills and industry know-how of client’s business. From an operative level 

perspective a certain level of IS knowledge is required to assume responsibility 

and then manage the delegated responsibility. Activities featuring learning by 

doing promote the creation of knowledge. Consequently, various components 

of learning should be part of the knowledge transfer and the daily ISD work. 

Further experiences of performing the ISOP should guide managers in the 

stage of planning future IS outsourcing performances. Actors at the operative 

and systems level recognise the risk of losing IS knowledge as a result of IS 

outsourcing. In research the suggestion for preventing IS knowledge loss is to 

formulate a knowledge retention strategy. From a systems level perspective this 

strategy needs to cope with questions such as the management of the retained 

organisation and how the knowledge possessed by the remaining employees 

should be utilised advantageously. 
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Figure 6.11: Key condition ‘communication’ and its significance derived from theory and 

practice 

 

Figure 6.11 illustrates that ‘communication’ is in the form of dialogues between 

actors where information is exchanged either face-to-face or distant via 

different technologies. From a systems level perspective, it is important that the 

present technologies support the actors in their communication. In the early 

stages of the ISOP, communication is crucial to reach mutual understanding 

about the IS outsourcing performance. Communication may be hampered due 

to differences in culture and actors’ values as well as through differences in the 

terminology used and language. This is experienced by actors performing at the 

strategic and operative level. To mitigate risks resulting from these differences, 

actors, who are part of daily ISD work, suggest that spoken communication 

should be complemented with written notes. As a result, the most important 

information exchanged is also documented. On-going communication should 

be encouraged by management as research shows that it contributes to informal 

relationships where interactions have become institutionalised.  
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The illustrations presented in Figure 6.8-Figure 6.11 show that key conditions 

cannot be perceived as existing in a vacuum but instead they are interrelated (cf. 

Bergkvist, 2008; Njeru & Sjölund, 2013). Further, from a management point of 

view it is important to realise that the key conditions presented in Table 6.41 

are more or less influential depending on the actor. To conclude, how the 

practice of the ISOP needs to be managed depends on the actual key condition 

and its relation to other key conditions as well as its relation to actors and 

phases of the ISOP. 

 

6.5.2 Key conditions spanning the entire IS outsourcing process 

The key conditions spanning the entire ISOP (summarised in Table 6.42) are 

also identified among the key conditions uniting actors at different 

organisational levels. This indicates the importance of reflecting upon a key 

condition from different point of views when trying to understand its influence 

in the practice of the ISOP.  

 

Table 6.42: Key conditions spanning the entire ISOP 

Key conditions 

 Culture  Communication 

 IS characteristic  Boundary spanning 

 Language  Boundary spanner  

 Face-to-face meetings  Relationship 

 Knowledge  Age of relationship 

 

That the key conditions span the entire ISOP means that they relate to different 

stages of the process, that is, ‘before the transfer’, ‘during the transfer’ and ‘after 

the transfer’. Even if the key conditions span the entire process it is important 

to bear in mind that their management may differ between these stages. This is 

a result of the comprehensive significance of each key condition. It follows that 

parts of the significance relate more or less to the different stages. Depending 

on the IS outsourcing engagement, management needs to be able to interpret 

the significance of the key conditions in relation to the different stages of the 

ISOP. 

 

In addition there exist key conditions that are interpreted as evolving activities 

that span the entire ISOP. These could be explained as processes that support 

the ISOP, in other words constituting value-enabling processes in the practice 
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of the ISOP (cf. Palmberg, 2009). The evolving activities are ‘relationship 

management’ and ‘risk management’, which should be conducted iteratively and 

concurrently with other process activities. The necessity of evolving relation-

ship management activities is related to the nature of relationship building 

which is an iterative process that evolves and takes shape gradually. In other 

words, IS outsourcing relationships are not static. Risk management is also an 

evolving activity which is a result of its initial position and then continuation as 

a monitoring and follow-up effort throughout the process.  

 

6.5.3 Key conditions and their relation to different stages of the IS 
outsourcing process 

The key conditions can be categorised according to their relation to the ISOP, 

or more precisely, at which stage of the process they are found to influence the 

performance positively or negatively. The different stages are labelled as ‘before 

the transfer’, ‘during the transfer’ and ‘after the transfer’. In this study, the stage 

‘before the transfer’ is the evaluation phase and the negotiation phase, ‘during 

the transfer’ is the transition phase and ‘after the transfer’ is the middle phase. 

Being aware of how key conditions are related to different stages of the ISOP 

enables management to act in a proactive manner to reach successful IS 

outsourcing. The key conditions and their relation to the different stages of the 

ISOP are presented in Table 6.43. Grey filled table cells indicate key conditions’ 

relation to specific stage of the ISOP. 

 

The key conditions are categorised according to if they influence the ISOP in a 

positive or negative manner. A key condition categorised as positively in-

fluencing (PosInf) is a key condition that should be present in the practice of 

the ISOP. In other words management should encourage the creation and 

maintenance of these key conditions for the achievement of ISOP success. On 

the other hand, a key condition categorised as negatively influencing (NegInf) is 

a key condition that influences the practice of the ISOP negatively if not 

managed proactively. In other words, if the key condition is not managed, the 

performance of the ISOP may turn out to be less successful. Whether a key 

condition is categorised as positively or negatively influencing the ISOP is 

based on the present study. The awareness of how key conditions influence the 

ISOP and their significance enable management to act in a proactive manner. 
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Table 6.43: Key conditions and their relation to different stages of the ISOP 

Key condition Before During After PosInf NegInf 

Risk management    X  

Relationship management    X  

Culture     X 

IS characteristic     X 

Language     X 

Face-to-face meetings    X  

Knowledge     X 

Communication    X  

Boundary spanning    X  

Relationship    X  

Age of relationship     X 

Boundary spanner    X  

Trust    X  

Performance indicators    X  

Responsibility     X 

Geographical location of key actors     X 

Expectations     X 

Change management    X  

Technical infrastructure    X  

Transition strategy    X  

Control    X  

Openness    X  

Satisfaction    X  

Personal skills     X 

Project management     X 

Expectation realisation     X 

ISD methodology    X  

System quality    X  

 

6.5.4 Key conditions explained as elements in a business process and 
environmental surroundings 

Besides the categorisation of key conditions as suggested above the key 

conditions ‘knowledge’, ‘performance indicators’, ‘boundary spanner’ and 

‘personal skills’ could be described as elements in business processes. ‘Boundary 

spanner’ is an example of an actor in the ISOP and ‘knowledge’, ‘performance 

indicators’ and ‘personal skills’ are prerequisites in the practice of a business 

process. Therefore, the key condition ‘boundary spanner’ is emphasised in the 
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subsequent description of the ISOP as an important role rather than as a key 

condition influencing the practice of the ISOP. 

 

In business process theory the element of knowledge can be explained as the 

knowledge possessed by the actors performing a business process (e.g. 

Goldkuhl & Röstlinger, 2005). Actors need to possess certain knowledge to 

prepare, perform and evaluate business process activities. In the context of the 

ISOP some aspects are recommended to complement the element of know-

ledge as described in business process theory. The aspects are as follow: 

 the outsourcer needs to be aware of the risk of knowledge loss and 

should develop a strategy for knowledge retention 

 as knowledge has been transferred staff turnover on both sides of the 

client–supplier relationship needs to be prevented 

 the knowledge possessed by the receiving unit should have great 

influence on the task of selecting an supplier 

 

‘Knowledge’ is identified as one of the key conditions uniting actors within and 

between organisational levels and is interpreted as a key condition influencing 

the practice of the ISOP negatively if not managed in a proactive manner, that 

is, if not managed it could make the performance of the ISOP less successful. 

Thus, from a management perspective the previously described knowledge 

aspects are important to be aware of to enable ISOP success.  

 

In business process literature performance indicators are defined as opera-

tionalised process characteristics used to plan and evaluate process quality in 

terms of critical success factors such as time, quality, costs and flexibility (e.g. 

Österle, 1995). In an IS outsourcing context performance indicators are further 

used to measure if expectations and stipulations in the contract are realised. To 

evaluate the client–supplier relationship these more traditional performance 

indicators need to be complemented with soft measures, such as competence, 

proactivity, and creativity evaluations. Results of soft measures are important as 

they indicate how the relationship could be developed in a fruitful manner. 

Thus, for the purpose of evaluating the ISOP it is recommended that the con-

cept of performance indicators be expanded to include soft measures.  

 

Moreover the key conditions ‘culture’ and ‘technical infrastructure’ could be 

defined as part of the environmental surroundings of the ISOP. Culture, 

influencing the ISOP both on an organisational and national level, is discussed 
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in theory as part of ‘the business process environment’ (Alter, 2008) as well as 

‘the interaction environment’ (Rao, 2013). Technical infrastructure is part of the 

dimension infrastructure and defined as one of the resources that is shared 

among several business processes and which the single business process is 

dependent on (Alter, 2008). This study points to the importance of the 

technical infrastructure as a resource in inter-organisational business processes 

and its set-up is therefore recommended to be included as activities in the 

ISOP.  

 

In the previous sections, the key conditions identified as related to the ISOP 

have been given attention. In the following sections, the ISOP will be described 

and explained with a focus on phases, activities and actors.  

 

6.6 Analysis part II: towards a generic description and explanation of 
the IS outsourcing process 

As this study focuses the post-contract stage of the ISOP the description of the 

ISOP excludes the scoping phase and mature phase (a conceptual description 

of each of these phases however is given in Section 4.4.1). The mature phase, 

however, has been represented in this study by recognising the importance of 

the evaluation of the IS outsourcing relationship. The evaluation and 

negotiation phase are included as the case study shows that the performance of 

these two phases has great impact on the post-contract stage. The following 

descriptions of the phases are a result of combining contributions from the 

previous literature review on the ISOP, the empirical case study, The IS OUT 

Framework and results of the forgoing analysis of key conditions. Each phase is 

presented with primary activities, primary actors as well as main output and 

goal. In addition, the key conditions identified as related to each of the phases 

are given.  

 

However, before the description of the phases, the actors performing the ISOP 

are presented in Table 6.44. The presentation includes actors’ belonging to the 

organisational level, positions and roles as well as primary responsibilities and 

work tasks. The actors are a result of earlier presentation of actors from a 

theoretical point of view (Lacity & Willcocks, 2000 (in Bergkvist, 2008, p. 81)) 

and the description of actors as a result of the case study.  
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Table 6.44: Actors in the ISOP (to be continued) 

Organisational 

level 
Actor (position) Responsibilities and work tasks 

Strategic  

client senior business management 

(e.g. supplier management, 

purchasing management) 

Responsible for payment and 

negotiation  

Management of administrative and 

commercial concerns 

Involved in order planning, follow-

ups and evaluations 

Focuses on the financial 

management 

supplier senior management (e.g. 

sales management, account 

management, business unit 

management) 

Responsible for sales, deliveries and 

negotiation  

Responsible for balancing the 

clients’ expectations with the 

generation of organisational profit 

Responsible for profit earnings 

Responsible for client satisfaction on 

a given IS outsourcing contract 

Involved during negotiation and 

development of offer/proposal  

Operative  

client senior IT management (e.g. 

systems maintenance 

management) 

Responsible for IT and IS 

management  

Responsible for balancing the costs 

with the services provided 

Involved during negotiation, 

assignment ordering, transfer set-up 

and evaluations 

client’s client (e.g. IS users, 

representative of IS users, part of 

reference and user groups) 

Specify system requirements 

supplier systems management Overall technical responsibility 

Overall system requirement 

management responsibility 

Support ISD team 

Involved during system deliveries 

supplier operative management (e.g. 

line management) 

Responsible for operational business 

performance and change 

management 

project management (role within 

client firm and/or supplier firm) 

Responsible for overall project 

administration such as project plan 

follow-up and budget follow-up 

Ensures resources, project progress 

and accomplishment of project goal 
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Table 6.44  (continuation): Actors in the ISOP  

Organisational 

level 
Actor (position) Responsibilities and work tasks 

Systems 

client IT/IS staff Responsible for delivering IT/IS 

services 

supplier IT/IS staff (e.g. systems 

design, systems construction, 

systems support, operational 

support) 

Responsible for delivering IT/IS 

services 

Responsible for investigations how 

different system requirements 

influence on the system. Produces 

analysis reports and suggestions for 

systems implementation. 

Conducts system construction work 

Supports IS users 

Operation and maintenance of 

production environments 

 

In the Table 6.45, Table 6.47, Table 6.49, and Table 6.51 the notation client (C) 

represents the role of the outsourcer in an outsourcing engagement. The 

supplier (S) can also perform the role of the outsourcer such as exemplified in 

case SysDev. In case SysDev parts of systems management were transferred to 

the IS supplier’s captive centre. Hence it follows that the IS supplier’s onsite 

unit acted in the role of the outsourcer in that case.  

 

6.6.1 The evaluation phase 

The evaluation phase could be interpreted as the most critical phase from the 

client’s point of view. This is a result of the identification of prospective 

suppliers in this phase. The main purpose of the phase could be described as 

the client’s development of the RFQ and the invitation of internal and external 

offers. This activity should be preceded by benchmarking of the identified IS 

activities potential for IS outsourcing. The client needs to define selection and 

evaluation criteria that are used to identify appropriate suppliers. These evalua-

tion criteria should consider aspects related to supplier’s country as well as the 

supplier and provide the client with good knowledge about each supplier’s 

capacity. The main output from this phase should be the selected offerings 

based on suppliers’ capacity and on best value solutions. 

  

The client’s decision of prospective suppliers could, however, be rejected by the 

supplier. Suppliers sometime choose to reject the client’s offer due to criteria 
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such as excessive requirements and client’s lack of skill and competence. Thus, 

also the suppliers are selective regarding which contract they wish to enter. 

Already during the evaluation phase, it is recommended to create awareness 

about the outsourcing engagement among client employees. Client management 

should also begin to design the retained organisation.  

 

The evaluation phase should include the assignment of the boundary spanner 

role. Someone or some people should be assigned the responsibility of mana-

ging boundary spanning activities among different organisational levels and 

between the client and the supplier. The boundary spanners should be present 

at both sides of the relationship and during the whole life-cycle of the out-

sourcing relationship. Primary activities, actors and roles as well as main output 

and goal of the evaluation phase are summarised in Table 6.45. 

 

Table 6.45: A summary of the evaluation phase 

Primary activities Primary actors Main output & Goal 

Measure baseline services and 

costs (benchmarking) (C) 

 

Create RFQ (C) 

 

Define requirements and 

develop selection evaluation 

criteria (C) 

 

Invite internal and external 

offers (C) 

 

Develop offer (S) 

 

Review and evaluate offers 

(C) 

 

Create awareness among 

employees (C) 

client firm: purchasing 

manager (SL), supplier 

manager (SL), systems 

maintenance manager (OL), 

IT/IS staff (SyL) 

 

supplier firm: sales manager 

(SL), business unit manager 

(SL), line manager (OL) 

(optional) 

 

Important role: boundary 

spanner(s) (should be 

assigned during this phase) 

The best and final offer(s) 

 

Goal: best offer(s) selected 

 

The key conditions related to the practice of the evaluation phase are given in 

Table 6.46 together with information regarding if they are categorised as 

positively or negatively influencing the ISOP. The key conditions in bold type 

are key conditions identified as spanning the entire ISOP (this notation is also 

used in Table 6.48, Table 6.50, and Table 6.52).  
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Table 6.46: Key conditions related to the evaluation phase 

Key condition PosInf NegInf 

Risk management X  

Relationship management X  

Culture  X 

IS  X 

Language  X 

Face-to-face meetings X  

Knowledge  X 

Communication X  

Boundary spanning X  

Relationship X  

Age of relationship  X 

Geographical location of key actors  X 

 

The selected best and final offer(s) represents the main output of the evaluation 

phase and thus becomes the input to the negotiation phase.  

 

6.6.2 The negotiation phase 

The negotiation phase includes the due diligence process, which could be 

described as the inspection of prospective partners from both the perspective 

of the client and the supplier. As the label reveals the phase includes activities 

related to the negotiation of the outsourcing contract. The negotiation phase 

involves the greatest amount of work to avert the risk of signing a bad contract. 

During this phase issues such as responsibilities, expectations, service features, 

and performance indicators are put into context. Responsibility manuals should 

be created to determine mutual expectations and commitments. Further, the 

transfer approach needs to be negotiated and then serve as the foundation of 

drawing up the transition strategy. Sound business negotiation includes, for 

example, type of pricing agreements, term of payment, and ownership of code. 

Relationship negotiation is crucial for the ensuing operative work of the 

transfer. Issues such as partnership and the supplier’s involvement in ISD work 

need to be part of relationship negotiation. Further the set-up of the shared 

technical infrastructure needs to be negotiated. This includes negotiating access 

authorities, how technologies and ICT tools should be shared as well as who is 

responsible for the set-up. The set-up of the technical infrastructure should be 

performed as a temporal activity (project) and in parallel with the other process 

activities. The different activities of negotiation should result in a common 
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understanding about the IS outsourcing engagement and a mutual agreement 

on contract specifications. Further, contract negotiation should result in mutual 

understanding about heterogeneous cultural environments. The creation of 

mutual understanding is vital for the purpose of building a partnership. Thus a 

win-win situation should be the aim. The main output from the negotiation 

phase is the signed contract which should be a result of a mutual agreement.  

 

In parallel with these pure negotiation activities the outsourcing decision needs 

to be communicated with the concerned. This includes communicating the set-

up of the retained organisation and how the outsourcing will influence on the 

individual level. A summary of the negotiation phase is presented in Table 6.47. 

 

Table 6.47: A summary of the negotiation phase 

Primary activities Primary actors Main output & Goal 

Conduct due diligence (C, S) 

 

Negotiating SLAs (C, S) 

 

Negotiating transition strategy (C, 

S) 

 

Creating responsibility manuals (C, 

S) 

 

Negotiating set-up of technical 

infrastructure (e.g. shared 

technologies, ICT, access 

authorities, responsibility) (C, S) 

  

Negotiating mechanisms for 

contractual change (C, S) 

 

Business negotiation (C, S) 

 

Relationship negotiation (C, S) 

 

Informing employees about 

outsourcing engagement (C, S) 

client firm: supplier manager 

(SL), systems maintenance 

manager (OL) 

 

supplier firm: sales manager 

(SL), account manager (SL), 

business unit manager (OL), 

line manager (OL) (optional)  

 

important role: boundary 

spanner(s) 

The negotiated, 

mutually agreed signed 

contract 

 

Goal: complete and 

mutually agreed 

contract 

 

 

The phase activity negotiating set-up of the technical infrastructure (in bold type in 

Table 6.47) is a result of the case study which emphasised the importance of 



 344 

managing the shared technical infrastructure in a proactive manner. The key 

conditions related to the practice of the negotiation phase are presented in 

Table 6.48 together with information regarding if they are categorised as 

positively or negatively influencing the ISOP.  

 

Table 6.48: Key conditions related to the negotiation phase 

Key condition PosInf NegInf 

Risk management X  

Relationship management X  

Culture  X 

IS  X 

Language  X 

Face-to-face meetings X  

Knowledge  X 

Communication X  

Boundary spanning X  

Relationship X  

Age of relationship  X 

Responsibility  X 

Geographical location of key actors  X 

Expectations  X 

Technical infrastructure X  

Change management X  

Transition strategy X  

Trust X  

Performance indicators X  

 

When a mutually agreed contract is in place, the transfer can begin.  

 

6.6.3 The transition phase 

With the transition phase the post-contract stage of the ISOP begins. The 

transitions strategy is the foundation for the transition phase and should 

describe the approach of the knowledge transfer, how resources should be 

shared, the expected results, the performance indicators to measure the results 

and the role of the transfer co-ordinator.  

 

The transfer is preferably performed as a project with an appointed transfer 

plan, a transfer budget and a project manager as well as with well-defined 

deliverables. The transfer plan should be developed jointly between client and 
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supplier organisation. During transition planning, interdependencies with other 

projects need to be managed and resources need to be identified. The transition 

is dependent on specialised and capable employees from both the client and 

supplier organisation. The transition plan should further describe the roles and 

responsibilities of performing actors. The transfer plan should include a 

checklist over things that should be transferred. The transfer is completed when 

the receiving team has confirmed the transfer of activities and responsibilities. 

 

Face-to-face meetings, learning by doing, frequent follow-ups, and communica-

tion on a daily basis should imbue the transfer. Representatives of both the 

client firm and the supplier firm should travel to each other’s premises to reach 

a deeper understanding about business and culture. Further, a supplier men-

toring program should be developed and different knowledge management sys-

tems should be set-up. Follow-ups should be conducted continually to verify 

that the business is working as expected and responsibilities should be con-

firmed. 

 

In addition, the transition phase should include the establishment of post-

contract management, which includes management structures for managing 

relationships, processes, and technology. The presence of a well-functioning 

shared technical infrastructure is mandatory as the transfer starts. The technical 

infrastructure should enable the establishment of preferred communication 

channels between client and supplier. Communication channels, realised 

through different ICTs such as video-conferencing and instant messaging, 

should be present to support distributed work. 

 

In parallel with the transition activities, the employees should be prepared for 

the forthcoming business re-organisation. Change management is thus vital in 

the transition phase. This includes the management of the retained organi-

sation, such as taking care of employees and making sure that they receive other 

work assignments, and the management of the new organisation at the 

receiving unit. Timely communication of the transfer plan and managing 

expectations are further components of the change management. Besides this, a 

strategy for knowledge retention should be developed with the purpose of 

mitigating risks related to loss of expertise competence. 

  

The main output and goal of the transition phase is the establishment of opera-

tional performance where resources are shared and satisfactory measure values 
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are produced. A summary of the primary activities, actors and roles as well as 

main output and goal of the transition phase is presented in Table 6.49.  

 

Table 6.49: A summary of the transition phase 

Primary activities Primary actors Main output & Goal 

Establishing post-contract 

management (C, S) 

 

Establishing technical 

infrastructure (C, S) 

 

Building a joint transition team (C, 

S) 

 

Developing and establishing a 

transition strategy (C, S) 

 

Developing mentor program (C, S) 

 

Setting up knowledge management 

systems (C,S) 

 

Managing transfer (C, S) 

 

Following-up transfer (C, S) 

 

Managing the set-up of 

communication channels (C, S) 

 

Validating service scope, costs 

levels and responsibilities (C, S)  

 

Managing additional service 

requests (C, S) 

 

Managing retained organisation, 

impact on employees, and 

knowledge retention (C) 

client firm: supplier 

manager (SL), systems 

maintenance 

management (OL), 

IT/IS staff (SyL) 

 

supplier firm: account 

manager (SL), business 

unit manager (SL), line 

manager (OL), systems 

management (OL), 

IT/IS staff (SyL) 

 

Important roles: transfer 

co-ordinator, project 

manager, boundary 

spanner 

The ability to perform 

complete and efficient 

operational business  

 

Goal: established and 

managed operational 

performance where 

resources are shared and 

satisfactory measure values 

are produced 

 

The phase activity establishing technical infrastructure (in bold type in Table 6.49) is a 

result of the case study, which emphasised the importance of well-functioning 

technical infrastructure before the actual transfer of activities starts. The key 

conditions related to the practice of the transition phase are presented in Table 
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6.50 together with information regarding if they are categorised as positively or 

negatively influencing the ISOP.  

 

Table 6.50: Key conditions related to the transition phase 

Key condition PosInf NegInf 

Risk management X  

Relationship management X  

Culture  X 

IS  X 

Language  X 

Face-to-face meetings X  

Knowledge  X 

Communication X  

Boundary spanning X  

Relationship X  

Age of relationship  X 

Responsibility  X 

Technical infrastructure X  

Change management X  

Transition strategy X  

Trust X  

Performance indicators X  

Control X  

Openness X  

Satisfaction X  

Personal skills  X 

Project management  X 

 

As a result of establishing satisfactory operational performance the on-going 

operational work begins. This is represented by the middle phase, and pre-

sented next. 

 

6.6.4 The middle phase 

In essence all the previous phases prepare for this phase. It is during the middle 

phase that the operative work begins and the benefits and problems of IS 

outsourcing start appearing. To a great extent the middle phase concerns the 

management of the operative business, which requires knowledge and expe-

riences of previous, similar kind of IS outsourcing engagements. Management 

activities comprises the following activities; making investments in the relation-
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ships for building partnerships; making sure that communication is regular; 

controlling risks and plans; performing on-going evaluations; enabling con-

tinuous improvements and streamlining. In other words, the middle phase 

includes activities characterised by evaluation, monitoring and improvement. 

The on-going operational work is monitored using performance indicators and 

soft measures. Soft measures are used to assess the effectiveness of the working 

relationship and for identifying how the relationship could be improved. It is 

during this phase that the contract really is operationalised and consequently 

contract management becomes crucial.  

 

The activity of benchmarking performance is used to ensure that the supplier’s 

costs and services are among the best of breed. The realignment of the contract 

is a result of the original contract becoming obsolete, which could be a conse-

quence of technological advancements and changes in business requirements. 

As the operational performance has been established, actors of the client firm 

and the supplier firm seek to extend the relationship into more value-added 

areas. Achieving added values in on-going results (partial results) is also the goal 

of this phase. 

 

Depending on the IS included in the outsourcing engagement, the role of the IS 

users becomes more or less important. Outsourcing user-intensive IS where the 

IS users are requirement specifiers increases the importance of the IS users 

during operative work. Another important role during the operative work is the 

role of the co-ordinator, who should be present on both sides of the out-

sourcing relationship. When operative work is performed in the form of a 

project, the role of the project manager becomes crucial. This is especially the 

case if the team members are located geographically distant from each other 

since distance affects the way project performance can be controlled. In 

addition, the position of the middle management is central as it is often the 

middle managers who manage internal and external teams and relationships. A 

summary of the primary activities, actors and roles as well as main output and 

goal of the middle phase are presented in Table 6.51. 
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Table 6.51: A summary of the middle phase 

Primary activities Primary actors Main output & Goal 

Operational performance (C, S) 

 

Managing operational 

performance (e.g. contract) (C, S) 

 

Evaluating operational 

performance (C, S) 

 

Evaluating relationship (C, S) 

 

Benchmarking performance (C, 

S) 

 

Continuous improvement and 

streamlining opportunities (C, S) 

 

Realigning the contract to reflect 

changes in technology and 

business (C, S) 

 

Extending relationship in more 

value-added areas (C, S) 

client firm: supplier manager 

(SL), systems maintenance 

manager (OL) 

 

client’s client: IS users (OL) 

 

supplier firm: account 

manager (SL), systems 

management (OL), IT/IS 

staff (SyL) 

 

important roles: co-ordinator, 

project manager, boundary 

spanner 

Value-added operational 

performance (process 

result) 

 

Goal: value-adding on-

going outputs (partial 

results) 

 

The key conditions related to the performance of the middle phase are pre-

sented in Table 6.52 together with information regarding if they are categorised 

as positively or negatively influencing the ISOP.  
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Table 6.52: Key conditions related to the middle phase 

Key condition PosInf NegInf 

Risk management X  

Relationship management X  

Culture  X 

IS  X 

Language  X 

Face-to-face meetings X  

Knowledge  X 

Communication X  

Boundary spanning X  

Relationship X  

Age of relationship  X 

Trust X  

Performance indicators X  

Control X  

Openness X  

Satisfaction X  

Personal skills X  

Project management  X 

Expectation realisation  X 

ISD methodology X  

System quality X  

 

6.6.5 Contributions towards a generic description and explanation of 
the IS outsourcing process 

Figure 6.12 represents a graphical illustration of the ISOP (for a description of 

the notation used, see Appendix A). The argument of describing the ISOP both 

textually and graphically relates to the fact that process descriptions facilitate 

the development of actors’ mutual understanding about a business practice. 

Thus it enables the management of bridging gaps between different actors in 

the ISOP. 
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Figure 6.12: Graphical illustration of the ISOP 
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Figure 6.12 can be described as illustrating the ISOP and its basic elements in a 

linear flow. These include the phases (the scoping phase on a reduced scale as it 

has not been focused on in this study and the mature phase is represented 

through the activity ‘evaluation of the IS outsourcing relationship’), activities, 

inputs and outputs, goals and the actors in the ISOP. The visualisation further 

shows that the actors are part of a client and a supplier organisation and 

represent strategic level (SL), operative level (OL) and systems level (SyL). This 

study points to the importance of boundary spanners during the whole life-

cycle of the client–supplier relationship. To emphasise the importance of the 

role of the boundary spanner it is included as one of the actors in the ISOP. 

Figure 6.12 further visualises the transition phase and the set-up of the 

technical infrastructure performed as projects. Further the visualisation of the 

ISOP stresses the importance of key conditions influencing the ISOP. These 

key conditions are related to the ISOP in its entirety or to specific phases.  

 

The description and explanation of the ISOP contribute to the existing know-

ledge base of the ISOP by addressing it as an inter-organisational process where 

activities are performed in cooperation in a client–supplier relationship. In 

other words, the ISOP as presented above includes a symmetric view on client 

and supplier. Further the description and explanation extend earlier descrip-

tions of the ISOP (see e.g. Lacity & Willcocks, 2000; Cullen et al., 2005a; 

Yalaho, 2006) by including the role of the IS user, the set-up of the technical 

infrastructure and emphasising important boundary spanner roles in the 

practice of the ISOP. As the boundary spanner have been identified as crucial 

both in theory (e.g. Levina & Vaast, 2005; Abbott et al., 2013) and practice it is 

seen as fruitful roles in the ISOP. In other words, to enable ISOP success the 

assignment of this role should be part of the management agenda.  

 

The identification of the ISOP further points to some elements in the applied 

process perspective as especially important in the practice of the ISOP. The 

technical infrastructure provides the organisations with ICT environments, 

hardware, and software applications aimed to, for example, support the core 

business. As IS outsourcing includes geographically dispersed team members, 

the set-up of the technical infrastructure needs to be adjusted to this circum-

stance. This is solved by setting up a technical infrastructure that supports the 

specific ISOP instance. Since this is a one-time activity, the set-up of the 

technical infrastructure is often performed as a project. Distinguished 

characteristics of a technical infrastructure supporting distant team work 
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include that it should ensure software and hardware compatibility and inte-

gration for collaboration across organisational boundaries. As communication is 

one of the most important conditions in IS outsourcing engagements, manage-

ment must make sure that the technological resources and ICT tools are 

available to support distant communication and cooperation. Therefore, the 

set-up of a shared technical infrastructure needs to be managed in a proactive 

manner. This study further contributes insights into the importance of the 

business process elements ‘knowledge’, ‘performance indicators’, and ‘personal 

skills’ in the practice of the ISOP. Knowledge signifies the knowledge 

possessed by the actors in the ISOP but also how knowledge needs to be 

managed by suggesting the establishment of a knowledge retention strategy. 

The use of performance indicators commonly focuses the evaluation of a 

business process performance. To be successful in an IS outsourcing engage-

ment, the client–supplier relationship needs to be good and therefore evalua-

tion of the ISOP should also include soft measures. Skilled actors are vital in 

the ISOP and especially during the transition phase and the middle phase. 

Besides, more common skills, such as technical skills and business skills, social 

skills and language skills are important as well as personal qualities including 

power of initiative, creativity, and commitment. Skills together with experiences 

and memory could be identified as constituting the capability of the ISOP. 

Different resources, such as documents and instructions, are used to support 

the practice of the ISOP.  

 

The description and explanation of the ISOP further point to some distinctive 

characteristics of the ISOP. First, the ISOP is identified as a practice where partial 

results are of importance for the successful outcome of the ISOP. This is partly 

a result of that each phase aims to produce an output that should contribute to 

the success of the following phase. Further it is a result of the on-going 

(represented through the curved arrows in Figure 6.12) business practice 

(middle phase) aimed to produce on-going outputs (for example project results) 

of value in client and IS user business processes. The ISOP result, explained in 

terms of value-added operational performance, and consequently the ISOP 

outcome are thus dependent on the performance of previous phases. The 

description and explanation of the ISOP thus contribute to the identification of 

the management of the ISOP on different levels; ISOP level and business prac-

tice level, represented in the middle phase. Therefore the second distinctive cha-

racteristic includes the ISOP identified as a practice requiring management on 

different levels. This has also been recognised in the identified key conditions 
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where relationship management, risk management, and change management 

could be described as supporting processes, facilitating the performance of the 

ISOP and project management as a management process triggered in the ISOP. 

The latter being a result of an on-going business practice performed in the form 

of projects. The third distinctive characteristic of the ISOP, in comparison with 

business processes in general, is defined by the transfer of a business practice 

from a client organisation to a supplier organisation. This implies that success-

ful IS outsourcing to a large extent is dependent on that people who are part of 

the retained client organisation are motivated to be part of the knowledge 

transfer and willing to share their knowledge. This in turn requires that feelings 

of fear are mitigated. For the purpose of reaching mentally prepared employees 

change management is key condition.  

 

In the following and concluding section, the chapter is summarised by pre-

senting inputs for the reconsideration of The IS OUT Framework.  

 

6.7 Summary and contributions Chapter 6: Understanding key 
conditions in case SysDev 

The analysis identifies key conditions’ significance in the performance of the 

ISOP. In other words, it is the description and explanation of the key 

conditions and their relation to the ISOP that constitute contributions to the 

management of IS outsourcing. The description and explanation of key 

conditions further show their interrelation to each other, which indicates that 

they cannot be seen as isolated from each other. For the purpose of increasing 

the understanding of the key conditions in relation to the ISOP, the key 

conditions are categorised according to findings identified in the analysis.  

 

The category key conditions of alignment is constituted by key conditions uniting 

actors at the strategic level, the operative level and the systems level. More spe-

cifically, the key conditions are described and explained as influencing 

(positively or negatively) the practice of the ISOP irrespective of work tasks and 

responsibilities in relation to the ISOP. The key conditions are therefore inter-

preted as constituting means of both intra-organisational and client–supplier 

alignment, that is, mutual understanding about the specific IS outsourcing 

engagement. In other words, the key conditions of alignment could be 

described as bridging actors’ perspectives on the ISOP. The key conditions of 

alignment have been summarised in Table 6.41. 



 355 

For the purpose of emphasising key conditions in relation to a specific organisational 

level, the key conditions of alignment are not regarded. Besides the key 

conditions identified as related to a specific organisational level in the analysis, 

key conditions are identified by conceptually and empirically describing the 

ISOP. Both the conceptual and empirical contributions to the reconsideration 

of The IS OUT Framework (see Section 4.5 and Section 5.4) indicate key 

conditions related to different organisational levels. Strategies and goals are 

related to the strategic level. In IS outsourcing strategies and goals are related to 

that the IS outsourcing strategy should be aligned with present business 

strategy, IT strategy, and HR strategy and goals. In an IS outsourcing 

engagement, it is further important that the technical infrastructure provides the 

required set of ICT and IS solutions for facilitating distant cooperation. The key 

conditions related to a specific organisational level are presented in Table 6.53. 

Italics represent key conditions in theory, which have been less emphasised in 

the case study, and not identified further as a result of the analysis.  

 

Table 6.53: Key conditions related to a specific organisational level 

Organisational 

level 
Key conditions 

Strategic level  Strategies 

 Goal 

 Risk management 

 Relationship management 

 Change management 

 Technical infrastructure 

 Responsibility 

 Transition strategy 

 Performance indicators 

 Expectations 

 Geographical location of 

key actors 

Operative level  Risk management 

 Relationship management 

 Change management 

 Responsibility 

 Technical infrastructure 

 Transition strategy 

 Performance indicators 

 Expectations 

 Control 

 Project management 

 Personal skills 

 ISD methodology 

 System quality 

Systems level  Personal skills 

 ISD methodology 

 System quality 

 

 

Moreover, some key conditions are explained as spanning the entire ISOP, that is, 

they are related to the different stages ‘before the transfer’ (evaluation and 

negotiation phase), ‘during the transfer’ (transition phase) and ‘after the 

transfer’ (middle phase). The key conditions have been summarised in Table 
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6.42. Furthermore, the key condition relationship management and risk 

management, supporting processes conducted concurrently with other ISOP 

activities, span the entire ISOP. 

 

For the purpose of emphasising key conditions in relation to a specific stage of the 

ISOP, key conditions spanning the entire ISOP are not regarded. Besides, the 

key conditions identified as related to a specific process phase as a result of the 

analysis key conditions are identified from conceptually and empirically 

describing the ISOP. Both the conceptual reconsideration and the empirical 

reconsideration of The IS OUT Framework respectively indicate key conditions 

related to different process phases. Knowledge retention strategy, conceptually 

identified as related to the transition phase, is, as a result of the analysis, 

managed as part of the key condition knowledge. The outsourcing strategy, 

conceptually identified as related to the scoping phase, is managed as part of the 

key condition strategies related to the strategic level. The conceptually identified 

key condition cultural differences (negotiation phase) is managed as part of the 

key condition culture, and client satisfaction (mature phase) as part of the key 

condition satisfaction. The empirical description of the ISOP in case SysDev 

indicates the importance of the transition budget for the purpose of prioritising 

transition activities. Therefore ‘transition budget’ is motivated for inclusion as a 

key condition related to the stage ‘during the transfer’. The key conditions 

related to a specific stage are presented in Table 6.54. The key condition 

transition budget is in bold type to represent its derivation from the empirical 

description of case SysDev.  

 

For the purpose of a better understanding of the performance of the ISOP this 

study acknowledges the importance of key conditions in environmental surroundings. 

The key conditions culture and technical infrastructure emerge in this study as 

part of the environments surrounding the ISOP. Culture, identified as influen-

tial on both an organisational and national level, is therefore included as part of 

both ‘the ISOP environment’ and ‘the interaction environment’. The technical 

infrastructure is explained as one of the resources that are shared among several 

business processes which the actors are dependent on for managing inter-

organisational cooperation. The technical infrastructure is therefore included as 

part of ‘the ISOP environment’. The empirical description of case SysDev 

further indicates the utilisation of policies, for example, code of conduct.  
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Table 6.54: Key conditions related to a specific stage of the ISOP 

Stage of ISOP Key conditions 

‘Before 

the 

transfer’ 

 

Evaluation  Geographical location 

of key actors 

 

Negotiation  Responsibility 

 Technical 

infrastructure 

 Change management 

 Performance indicators 

 Transition strategy 

 Expectations 

 Geographical location 

of key actors 

 Trust 

‘During the transfer’  Responsibility 

 Technical 

infrastructure 

 Change management 

 Transition strategy 

 Project management 

 Performance indicators 

 Control 

 Openness 

 Satisfaction 

 Personal skills 

 Trust  

 Transition budget 

‘After the transfer’  Performance indicators 

 Control 

 Openness 

 Satisfaction 

 Trust 

 Project management 

 Personal skills 

 Expectation realisation 

 ISD methodology 

 System quality 

 

The conceptual reconsideration of The IS OUT Framework contributes other 

key conditions identified as related to ‘the interaction environment’ and ‘the 

ISOP environment’. The key conditions that are part of environmental sur-

roundings are summarised in Table 6.55 where italics represent key conditions 

in theory which have been less, or not at all emphasised by the respondents and 

consequently not identified as a result of the case study or the analysis. The 

empirical description of the ISOP in case SysDev indicates the importance of 

using an IS outsourcing method, or best practices for IS outsourcing, during the 

performance of the ISOP. Therefore ‘IS outsourcing method’ is motivated for 

inclusion as a key condition related to ‘the ISOP environment’. The key 

condition ‘IS outsourcing method’ is in bold type to represent its derivation 

from the empirical description of case SysDev.  
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Table 6.55: Key conditions related to environmental surroundings of the ISOP 

Environmental 

surroundings 
Key conditions 

Interaction 

environment 

 Culture (national) 

 Market structure 

 Market competition 

 Market dynamism 

 Internationalisation 

 Social system 

 Legislation 

 Technology 

 Economy 

 Position in manufacturing 

channel 

ISOP 

environment 

 Culture (organisational) 

 Infrastructure (technical 

(ICT, IS)) 

 IS outsourcing method 

 Policies 

 Regulations 

 Organisational size 

 Organisational structure 

 Organisational experience 

 

Besides the key conditions and their significance and relation to the ISOP, this 

study contributes to the existing knowledge base on IS outsourcing by de-

scribing and explaining it as an inter-organisational process where activities are 

performed in cooperation. In other words, the ISOP is presented including 

both a client and a supplier perspective. Further, the description and explana-

tion extend earlier descriptions of the ISOP by including activities related to the 

set-up of the technical infrastructure and important boundary spanning roles as 

well as pointing to distinctive characteristics of the ISOP. Moreover, the analy-

sis part I, where key conditions are described and explained from an empirical 

perspective, contributes insights into formal and informal relationships among 

actors in the ISOP. This part of the analysis also demonstrates the significance 

of key conditions in different specific inter-organisational relationships. 
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7 Towards a framework for relational-oriented 
management of IS outsourcing 

 

This chapter includes the presentation of The IS OUT  Framework – a reconsideration of 

The IS OUT Framework based on findings identified as a result of the analysis presented in 

the previous chapter. Target groups in research and practice, possible user scenarios of The IS 

OUT  Framework, and conclusions in relation to managing IS outsourcing are then pre-

sented. The chapter concludes by presenting cases of practice from a managerial perspective.  

 

 

7.1 The IS OUT  Framework 

The core elements of The IS OUT Framework presented in Chapter 2 include 

key conditions, dimensions and interrelations among dimensions. The analysis 

presented in Chapter 6 contributed insights for the reconsideration of The IS 

OUT Framework into The IS OUT  Framework.  

 

This study has mainly focused on the post-contract stage of the ISOP. The ana-

lysis points, however, to the importance of the phases of evaluation and 

negotiation for successful IS outsourcing. Consequently, a framework for 

relational-oriented management of IS outsourcing should regard the practice 

and key conditions related to these phases. In the following sections the 

contributions from the analysis are discussed in relation to the core elements of 

The IS OUT Framework. But first, a comment on the use of terms and terms 

used henceforward.  

 

The terms used for some of the key conditions identified in the analysis differ 

from the terms used in The IS OUT Framework. These include the key condi-

tions ‘IS characteristic’, ‘ISD methodology’, ‘system quality’ and ‘performance 

indicators’. In Table 7.1 the different terms used in The IS OUT Framework 

are presented together with an argument of the terms used in The IS OUT  

Framework.  
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Table 7.1: Differences in terms and terms used henceforward 

Empirically 

derived term 

Term used in 

The IS OUT 

Framework 

Term used in 

The IS OUT  

Framework 

Argument 

IS 

characteristic 

IS activity IS characteristic The case includes outsourcing of an IS 

not a specific IS activity (such as 

coding). Moreover the term IS activity 

could be interpreted as outsourcing of 

individual, specific development 

activities which is not intended. The 

term IS characteristic is used to 

emphasise the significance of how 

different IS characteristic, such as user-

intensive, tailor-built, complex, 

influence how the ISOP need to be 

practised.  

ISD 

methodology 

IS life cycle 

approach 

ISD 

methodology & 

IS life cycle 

approach 

These two key conditions do not 

exclude each other but complement 

each other. Consequently the key 

condition ISD methodology should be 

included in The IS OUT  Framework. 

System 

quality 

Service quality System quality The term system quality is used by 

client and IS user respondents to define 

IS deliveries of value. System quality is 

thus one of the indicators of client and 

IS user satisfaction. 

Performance 

indicators 

Variables of 

measurement 

Performance 

indicators 

The term performance indicators is 

used by the respondents and further in 

business process theory, thus believed 

to be a more common and accepted 

term used in business performance 

evaluation. 

 

Besides differences in term for some key conditions, the use of the term 

‘organisational level’ instead of ‘firm area’ is commented next. In The IS OUT  

Framework the term organisational level is used instead of firm area. In The IS 

OUT Framework the organisational levels are referred to as areas with the 

motivation that the areas should not be viewed upon as an order of hierarchy 

but as equal areas of development. This viewpoint is inherited in The IS OUT  

Framework but with the difference that organisational levels are based on the 

different perspectives actors adopt to the ISOP. Another reason is that orga-

nisational level is the term used in business development theory (e.g. Tolis & 
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Nilsson, 1996), and is thus an established and recognised term. The terms 

‘strategic level’, ‘operative level’ and ‘systems level’ are further motivated with 

regard to actors’ responsibilities and work tasks in the ISOP. Moreover, the 

term ‘key actors’ is replaced with just ‘actors’ which is the term used in business 

process theory for describing who or what is performing process activities (e.g. 

Goldkuhl & Röstlinger, 2005).  

 

7.1.1 Key conditions in The IS OUT  Framework 

The IS OUT Framework includes 94 key conditions organised in nine 

dimensions. The generic approach of The IS OUT Framework is thus demon-

strated in the number of key conditions. As a result of the analysis presented in 

Chapter 6, some of these 94 key conditions could be explained as more valid in 

relation to the successful ISOP (Table 7.2). This is based on the fact that the 

key conditions have been validated both in theory and in the case study. The 

analysis further contributed new insights presented here as added key 

conditions (see Table 7.3). The key conditions in Table 7.2 and Table 7.3 are 

presented without any principle of division.  

 

Table 7.2: Key conditions validated both in theory and in the case study 

Key conditions in The IS OUT  Framework 

 Culture  Trust 

 IS characteristic  Control 

 Geographical location of key actors  Openness 

 Expectations  Satisfaction 

 Expectation realisation  System quality 

 Technical infrastructure  Project management 

 Communication  Performance indicators 

 ISD methodology  Age of relationship 

 

The analysis confirms the relevance of the key conditions from a relationship 

perspective. This means that the key conditions are of relevance from both a 

client and a supplier perspective and arguments for the building and main-

tenance of a partnership. In the introductory chapter of this study challenges in 

outsourcing of ISD were highlighted, in general and in relation to the transfer 

of ISD activities as well as in distributed ISD work. One of the demonstrated 

challenges is coordination of work. Coordination is one of the key conditions in 
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The IS OUT Framework, and based on previous research it could be assumed 

that coordination should be one of the key conditions that needs to be 

managed. However ‘coordination’ has not been validated in the case study as a 

key condition and therefore not part of The IS OUT  Framework. The 

explanation for this includes the long-term relationship between the client and 

the IS supplier fulfilling criteria of a partnership.  

 

Table 7.3: Key conditions added as a result of the analysis 

Key conditions in The IS OUT  Framework 

 Strategies 

 Policies 

 Risk management 

 Relationship management 

 Responsibility 

 Language 

 Face-to-face meetings  

 Knowledge 

 Boundary spanning 

 Change management 

 Transition strategy 

 Relationship 

 Personal skills 

 

Moreover, going through literature on business processes and IS outsourcing as a 

process, other key conditions were identified as impacting on the ISOP. These 

key conditions could thus be defined as conceptually identified key conditions 

of relevance in inter-organisational processes in general. These key conditions 

are summarised in Table 7.4 and italicised in the table as well as hereafter for 

distinguishing them as conceptually identified key conditions. 

 

Table 7.4: Conceptually identified key conditions influencing the ISOP 

Related to Key conditions 

Strategic level  Goal 

Interaction environment  Market structure 

 Market competition 

 Market dynamism 

 Internationalisation 

 Technology 

 Economy 

 Position in manufacturing channel 

ISOP environment  Regulations 

 Organisational size 

 Organisational structure 

 Organisational experience 
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The reason why few key conditions in the environmental surroundings have 

been identified in the analysis of case SysDev is most likely because the IS 

supplier’s delivery organisation is constituted by two units within the same cor-

poration. Furthermore, the relationship between the client and the IS supplier 

can be described as a long-term relationship which has evolved into a partner-

ship. In other words the client–IS supplier relationship is distinguished by 

informal rather than formal interactions and consequently regulations become 

less important for the purpose of managing the IS outsourcing engagement.  

 

The conceptually identified key conditions are complemented with key condi-

tions identified in case SysDev. The key conditions ‘transition budget’ and ‘IS 

outsourcing method’ given in Table 7.5, is motivated in relation to the stage 

‘during the transfer’ and ‘the ISOP environment’ respectively. The key condi-

tions are in bold type in the table as well as hereafter to distinguish them as key 

conditions based on case SysDev. 

 

Table 7.5: Key condition based on case SysDev 

Related to  Key condition 

Stage ‘during the transfer’  Transition budget 

ISOP environment  IS outsourcing method 

 

In the present study 43 key conditions have been identified, out of which 29 

have been validated in both theory and practice. In other words, this study 

demonstrates and thus confirms, in line with previous research, the challenging 

task of managing the ISOP for success. The awareness of the key conditions 

alone directs attention to what needs to be managed in the ISOP. However, to 

manage a successful ISOP, it is important to identify the significance of each 

key condition and how it is related to the ISOP. This has also been accounted 

for in Chapter 6. Key conditions defined as means of mutual understanding 

should be managed for the purpose of intra- and inter-organisational alignment 

which in turn benefits the building of a partnership. The key conditions that are 

relevant during the entire ISOP are key conditions that relate to the different 

stages of the process; ‘before the transfer’, ‘during the transfer’ and ‘after the 

transfer’. From a management perspective, it is however important to bear in 

mind they need to be differently handled in these stages. This is a result of the 

overall significance of the key conditions and consequently key conditions’ may 

relate more or less to the different stages. 
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Key conditions are further found to be related to a specific stage of the ISOP. 

As a result of relating key conditions to different stages of the ISOP, manage-

ment is able to act proactively, which supports ISOP success. Furthermore, the 

key conditions’ relation to the ISOP is described in terms of their positive or 

negative influence on ISOP success. From a management perspective, this 

contributes to the understanding of the key conditions benefitting the ISOP 

and the key conditions challenging the ISOP. In other words, a key condition 

that influences the ISOP in a positive manner should be encouraged and pro-

moted in managing the ISOP, whereas a key condition that influences the ISOP 

in a negative manner should be based on proactively managing the ISOP.  

 

The number of identified key conditions leads to a certain level of complexity. 

In The IS OUT Framework this was approached by categorising key conditions 

dimensionally to study the ISOP. However, as a result of the analysis other 

fruitful ways of categorising key conditions were identified as previously de-

monstrated. Consequently, these findings from the analysis should constitute 

the basis for describing and explaining dimensions in the study of ISOP 

success. The categories are: 

 key conditions of alignment 

 key conditions related to a specific organisational level 

 key conditions spanning the entire ISOP 

 key conditions related to a specific stage of the ISOP 

 key conditions related to environmental surroundings of the ISOP 

 

These categories of key conditions do not just serve as basis for describing and 

explaining dimensions but also constitute fruitful elements in The IS OUT  

Framework (see Figure 7.1).  

 

7.1.2 Dimensions in The IS OUT  Framework 

The dimensions are described and explained as constituted by the categories of 

key conditions identified as a result of the analysis. The significance as well as 

how each dimension is termed is a result of previous research on IS 

outsourcing relationships and business-to-business relationships (see Chapter 

2). This study identifies the dimensions Environment, Alignment, Atmosphere, 

Contract, Interaction, IS, Management and Outcome as the relevant 

perspectives for managing, as well as for studying, ISOP success and conse-

quently these constitute part of the elements in The IS OUT  Framework (see 
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Figure 7.1). In terms of dimensions, the key conditions demonstrate what needs 

to be managed. 

 

The Environment dimension 

This research acknowledges the importance of key conditions found in the 

environmental surroundings of the ISOP. Two environmental surroundings are 

identified in relation to the ISOP: ‘the ISOP environment’ and ‘the interaction 

environment’. ‘The ISOP environment’ is described on the basis of the inter-

organisational character of the ISOP, where activities are performed across 

organisational boundaries. The performance of the ISOP is a result of how the 

process is related to the business strategy and goal which need to be put in rela-

tion to ‘the interaction environment’.  

 

The Environment dimension is thus suggested to be structured in ‘the ISOP 

environment’ and ‘the interaction environment’. Key conditions found relating 

to these both environments as a result of this research are given in Table 7.6.  

 

Table 7.6: Key conditions of relevance for managing the ISOP using the Environ-
ment dimension 

Key conditions 

The ISOP environment The interaction environment 

 Culture (organisational)  Culture (national) 

 Infrastructure (technical (ICT, IS))  Market structure 

 IS outsourcing method  Market competition 

 Policies  Market dynamism 

 Regulations  Internationalisation 

 Organisational size  Social system 

 Organisational structure  Legislation 

 Organisational experience 

 

 Technology 

 Economy 

 Position in the manufacturing channel 

 

‘The ISOP environment’ can be described as composed of key conditions that 

managers can control or at least make active choices and/or decision about. 

‘The interaction environment’ on the other hand includes key conditions more 

difficult to assess and control in a proactive manner. Consequently the 

description of the Environment dimension as constituted by two environmental 
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surroundings is justified for the purpose of addressing key conditions that need 

different management in the performance of the ISOP. 

 

The Alignment dimension 

The Alignment dimension includes key conditions that are identified as of relevance 

irrespective of actor and organisational level. In other words, the key conditions 

of alignment could be described as bridging actors’ perspectives on the ISOP 

and thus constitute means for mutual understanding about certain aspects of 

the IS outsourcing engagement. The key conditions of alignment, summarised 

in Table 7.7, are therefore defined as characterising the Alignment dimension. 

 

Table 7.7: Key conditions of relevance for managing the ISOP using the Alignment 
dimension 

Key conditions of alignment 

 Culture  Boundary spanning 

 IS characteristic  Trust 

 Expectation realisation  Openness 

 Language  Satisfaction 

 Face-to-face meetings  Relationship 

 Knowledge   Age of relationship 

 Communication  

 

This research shows the significance of building a partnership where alignment 

is present to a high degree for ISOP success. Managing the ISOP based on key 

conditions of alignment thus is believed to promote the establishment of a 

partnership. The presence of a partnership includes that operative managers can 

pay less attention to relationship management in the practice of the ISOP.  

 

The Atmosphere dimension 

The Atmosphere dimension includes key conditions that facilitate the understanding 

of the IS outsourcing relationships in a specific IS outsourcing engagement, 

more specific the working atmosphere of the relationship. The key conditions 

representing different actor perspectives on the ISOP are therefore of relevance 

for a better understanding of the working atmosphere and what needs to be 

managed for a beneficial working atmosphere. The key conditions identified as 
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related to respective organisational level, summarised in Table 7.8 below, are 

therefore defined as characterising the Atmosphere dimension. 

 

Table 7.8: Key conditions of relevance for managing the ISOP using the Atmos-
phere dimension 

Organisational 

level 
Key conditions 

Strategic level  Strategies 

 Goal 

 Risk management 

 Relationship management 

 Change management 

 Technical infrastructure 

 Responsibility 

 Transition strategy 

 Performance indicators 

 Expectations 

 Geographical location of 

key actors 

Operative level  Risk management 

 Relationship management 

 Change management 

 Responsibility 

 Technical infrastructure 

 Transition strategy 

 Performance indicators 

 Expectations 

 Control 

 Project management 

 Personal skills 

 ISD methodology 

 System quality 

Systems level  Personal skills 

 ISD methodology 

 System quality 

 

 

The Atmosphere dimension has thus a place in The IS OUT  Framework as it in-

cludes key conditions directing managers’ attention to the IS outsourcing 

relationships and their working atmosphere. This research shows the signifi-

cance of good relationships for the successful ISOP. Managing the ISOP based 

on key conditions in the Atmosphere dimension thus is believed to promote the 

establishment of fruitful relationships in and across organisations.  

 

The Contract dimension  

The Contract dimension is a result of the description of the contract as the founda-

tion for IS outsourcing and constitutes the symbolic jointly agreed commitment 

between the client and the supplier. From a process view the Contract dimension 

relates to the ideas of process performance, that is, the process is always 

directed towards someone. The expected result and/or partial result should 

thus be described in the joint agreement between the client and the supplier.  
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The IS outsourcing agreement is discussed and signed during the stage ‘before 

the transfer’, and has consequences for the stages ‘during the transfer’ and ‘after 

the transfer’. Above all, this study points to the importance of clearly discussing 

responsibilities and expectations as part of the stage ‘before the transfer’. 

Responsibility should be discussed in relation to certain roles as well as how 

responsibility is shared in the client–supplier relationship. This is especially 

important as well-documented roles and responsibilities are found to promote 

the establishment of engaged teams and partnerships. This research shows that 

actors’ expectations influence the way of working during the transfer and the 

subsequent operational, distributed ISD work why they should be managed in 

relation to contract negotiation. Based on this there is reason to categorise key 

conditions identified as related to the ISOP stage ‘before the transfer’ into the 

Contract dimension. An IS outsourcing engagement should be based on the goals 

and strategies underlying IS outsourcing. Therefore, it is important that the 

contract is based on a strategic perspective. Key conditions categorised as 

related to the strategic level therefore also become of relevance when studying 

the ISOP using the Contract dimension. 

 

The key conditions in Table 7.9 are of relevance when studying the ISOP using 

the Contract dimension. These key conditions further point to the important 

aspects to be managed in the negotiation of an IS outsourcing engagement.  

 

Table 7.9: Key conditions of relevance for managing the ISOP using the Contract 
dimension 

Related to Key conditions 

Stage ‘before the 

transfer’ 

 Geographical location of key 

actors 

 Responsibility 

 Technical infrastructure 

 Change management 

 Performance indicators 

 Transition strategy 

 Expectations 

 Trust 

Strategic level  Strategies 

 Goal 

 Risk management 

 Relationship 

management 
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The Interaction dimension  

This research points to the importance of social exchanges and long-term 

relationships in IS outsourcing. Communication is stressed both in IS 

outsourcing research (e.g. Alborz et al., 2003; Luftman et al., 2011) and practice 

as a key condition for succeeding with any IS outsourcing engagement. This is 

further in line with how communication is described in business process theory. 

In other words, communication enables coordination of activities and control 

of cooperation. The interaction could be explained as forming the ISOP and 

therefore key conditions identified as influencing the different stages of an 

ISOP are important. These key conditions stress what needs to be managed 

from the point of view of the ISOP in its entirety or in relation to a specific 

stage of the ISOP. Therefore key conditions categorised as spanning the entire 

ISOP as well as key conditions categorised as related to the different stages of 

the ISOP are of relevance managing the ISOP using the Interaction dimension. 

These key conditions are presented in Table 7.10.  

 

The Information systems dimension 

The Information systems dimension represents key conditions that relate to the IS 

part of the IS outsourcing engagement. This study contributes to the under-

standing of the significance of the outsourced IS, that is ‘IS characteristic’, in 

the practice of the ISOP. The characteristics of the IS need to be reflected in 

managing the selection of business partner, such as where the actors are geo-

graphically located in relation to each other, the set-up of the supplier’s delivery 

organisation as well as how the transfer should be implemented. In line with 

previous research (e.g. Bergkvist, 2007; Handley & Benton Jr, 2013), this study 

shows that the higher degree of task complexity the more management effort 

needs to be spent on controlling the ISOP. Further this research shows on the 

importance of an ‘ISD methodology’ that contributes a common way of 

working in the practice of operational, distributed ISD work. The Information 

systems dimension can therefore be explained as an important perspective for 

studying the ISOP based on the IS part of the IS outsourcing engagement. 

Especially the key conditions ‘IS characteristic’ and ‘ISD methodology’ are 

identified as influencing the practice of the ISOP as a result of this research. 
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Table 7.10: Key conditions of relevance for managing the ISOP using the Interaction 
dimension 

Key conditions spanning different stages of the ISOP 

 Culture  Communication 

 IS characteristic  Boundary spanning 

 Language  Relationship 

 Face-to-face meetings  Age of relationship 

 Knowledge  

Stage of ISOP Key conditions 

‘Before 

the 

transfer’ 

 

Evaluation  Geographical location 

of key actors 

 

Negotiation  Responsibility 

 Technical 

infrastructure 

 Change management 

 Performance indicators 

 Transition strategy 

 Expectations 

 Geographical location 

of key actors 

 Trust 

‘During the transfer’  Responsibility 

 Technical 

infrastructure 

 Change management 

 Transition strategy 

 Project management 

 Performance indicators 

 Control 

 Openness 

 Satisfaction 

 Personal skills 

 Trust  

 Transition budget 

‘After the transfer’  Performance indicators 

 Control 

 Openness 

 Satisfaction 

 Trust 

 Project management 

 Personal skills 

 Expectation realisation 

 ISD methodology 

 System quality 

 

The analysis shows that the people working at the systems level especially relate 

their work and how they are influenced by the IS outsourcing engagement to 

the IS characteristic. More specific their way of working, how they interact, im-

portant personal skills as well as different ICT-tools of support depend to a 

high degree on the characteristics of the IS. From a management point of view 

the key conditions identified as related to ‘the systems level’, presented in Table 

7.11, facilitate the understanding of what needs to be managed in relation to the 

IS part of the outsourcing engagement.  
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Table 7.11: Key conditions of relevance for managing the ISOP using the Informa-
tion systems dimension 

Organisational level Key conditions  

Systems level  IS characteristic 

 Personal skills 

 ISD methodology 

 System quality 

 

The Management dimension 

The Management dimension concerns key conditions for studying the ISOP from a 

management perspective. In this research management concerns strategically 

and operatively managing the ISOP based on a relationship perspective. The 

key conditions identified as related to a strategic respectively an operative level 

perspective could therefore provide complementing insights to other frame-

works and techniques for example in the field of BPM. In other words the 

Management dimension should represent the key conditions important from a 

strategic and operative management perspective. These key conditions have 

been summarised in Table 7.12. 

 

Table 7.12: Key conditions of relevance for managing the ISOP using the Manage-
ment dimension 

Organisational 

level 
Key conditions 

Strategic level  Strategies 

 Goal 

 Risk management 

 Relationship management 

 Change management 

 Technical infrastructure 

 Responsibility 

 Transition strategy 

 Performance indicators 

 Expectations 

 Geographical location of 

key actors 

Operative level  Risk management 

 Relationship management 

 Change management 

 Responsibility 

 Technical infrastructure 

 Transition strategy 

 Performance indicators 

 Expectations 

 Control 

 Project management 

 Personal skills 

 ISD methodology 

 System quality 
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The Outcome dimension  

The Outcome dimension is related to the stage ‘after the transfer’ and the on-going 

results produced during this stage. Key conditions identified as related to this 

stage are therefore of relevance when studying the ISOP from the perspective 

of the outcome and further for managing the settled practice in the ISOP. 

Especially ‘system quality’ and ‘satisfaction’ are key conditions emphasised as 

important from an IS user perspective in this study. In the context of IS 

outsourcing ‘system quality’ includes that the IS user expects that delivered, 

new system functionality should meet requirements of quality. ‘IS user 

satisfaction’ concerns the degree of satisfaction with the IS outsourcing 

relationship and the practice of the operative, distributed ISD work. From this 

research the key conditions in Table 7.13 could be explained as of relevance 

when studying the ISOP using the Outcome dimension. Some of the key conditions 

in Table 7.13 could be interpreted as of relevance in managing the assessment 

of performance and results (such as performance indicators) whereas others 

(such as ISD methodology, change management, openness) need to be 

managed for the possibility of achieving a successful outcome.  

 

Table 7.13: Key conditions of relevance for managing the ISOP using the Outcome 
dimension 

Stage of ISOP Key conditions 

‘After the transfer’  Performance indicators 

 Control 

 Openness 

 Satisfaction 

 Trust 

 Project management 

 Personal skills 

 Expectation realisation 

 ISD methodology 

 System quality 

 

Reflections in relation to dimensions in The IS OUT  Framework 

Going through the dimensions and key conditions it becomes clear that some 

key conditions represent more than one dimension. To exemplify the key 

conditions of alignment explained as part of representing the Alignment dimension 

are also of relevance using the Interaction dimension for studying the ISOP. This 

shows on the importance of reflecting upon a key condition from different 

point of views when trying to understand its influence on the practice of the 

ISOP, and consequently how it needs to be managed. For this purpose the 

description and explanation of the key conditions in this research are of most 

relevance as well as their defined relation to the ISOP. In comparison with The 
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IS OUT Framework the Alignment dimension is identified in this study as one of 

the relevant perspectives in IS outsourcing. This is partly based on the 

importance of intra- and inter-organisational alignment as demonstrated in 

previous IS outsourcing research, partly on the identified key conditions of 

alignment constituting means for bridging different actor perspectives in an IS 

outsourcing engagement. Moreover the dimensions Behaviour and Organisation, 

part of The IS OUT Framework, are identified as of less relevance for IS 

outsourcing success based on the present study. Both the Behaviour and the 

Organisation dimension have been explained as actor-specific dimensions, that is, 

their main focus is on one of the actors in the client–supplier relationship 

(Bergkvist, 2008). Since this research confirms the significance of the key 

conditions from a relationship perspective the use of dimensions focusing a 

single actor is demonstrated to be of less relevance.  

 

One of the motivations for studying the ISOP in an empirical setting was that it 

should contribute with insights regarding recognised interrelations among key 

conditions and further the dimensions. The analysis presented in Chapter 6 

shows that key conditions cannot be perceived as existing in a vacuum but 

instead they are interrelated (see for example Section 6.5.1). The interrelations 

presented as part of The IS OUT Framework (see Appendix B) illustrate the 

great variety of possible interrelations among dimensions. The in-depth descrip-

tion of case SysDev in Chapter 5 and the subsequent analysis in Chapter 6 

enable for an outsider to interpret the case study data for the purpose of identi-

fication of interrelations between conditions and events in the practice of the 

ISOP. This suggests that identified interrelations may differ with the number of 

interpreters. Thus instead of contributing reconsidered interrelations or recog-

nised interrelations this research provide insights, based on research findings, 

on key conditions’ interrelation and proposes that key conditions cannot be 

seen as isolated from its setting but rather depend on it. In other words, the key 

conditions and their interrelation as well as their influence on the ISOP need to 

be reflected with regard to the specific IS outsourcing engagement.  

 

7.1.3 Super dimensions in The IS OUT  Framework 

To be able to increase the understanding of the key conditions for enabling the 

management of a successful ISOP this research aims to contribute with 

knowledge on key conditions’ influence in relation to actor satisfaction, client, 

and IS user satisfaction. This is operationalised in this research as relational-



 376 

oriented and result-oriented key conditions where relational-oriented key condi-

tions are related to the practice of the ISOP and result-oriented to the outcome 

of the ISOP. Key conditions identified as relational-oriented are key conditions 

that address what needs to be operatively managed in the ISOP. Result-oriented 

key conditions are on the other hand related to what needs to be strategically 

managed in the ISOP. It is therefore motivated to reconsider the super 

dimensions used in The IS OUT Framework (contextual, relationship- and 

actor-specific) to instead categorise the dimensions either as relational-oriented 

or result-oriented. Dimensions categorised as relational-oriented are the ones 

fruitful for enabling actor satisfaction and consequently successful practice of 

the ISOP. As a successful practice is found to contribute better process results 

it is of most importance that operational management is aware of the key 

conditions influencing the practice of the ISOP. Dimensions categorised as 

result-oriented are of more relevance from a strategic management point of 

view as they contribute to the understanding how a successful outcome of the 

ISOP can be enabled. However the super dimensions, and with that the key 

conditions, cannot be viewed as isolated from each other but needs to be 

considered in relation to each other in managing the ISOP (cf. Lacity et al., 

2012b). This study thus shows that key conditions can influence more or less in 

relation to both practice and outcome in IS outsourcing. The categorisation of 

the dimensions in relational- and or result-oriented are presented below: 

 

Relational-oriented dimensions: Environment, Alignment, Atmosphere, 

Interaction, IS, Management (operative level) 

Result-oriented dimensions: Contract, Outcome, Management (Strategic 

level) 

 

7.1.4 The IS OUT  Framework in relation to previous research 

The IS OUT  Framework is graphically illustrated in Figure 7.1. For the 

purpose of emphasising the contributions from this research The IS OUT  

Framework is put in relation to The IS OUT Framework. Further The IS 

OUT  Framework is discussed in relation to previous research. First, however 

The IS OUT  Framework is presented.  
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Figure 7.1 illustrates that the ISOP, operating at the operative level (demon-

strated through the dashed lines in Figure 7.1), is an inter-organisational process 

in a client–supplier relationship. The figure further illustrates the different 

stages of the ISOP: ‘before the transfer’, ‘during the transfer’ and ‘after the 

transfer’, where the stage ‘after the transfer’ is composed of on-going, opera-

tive, distributed IS work, illustrated through the curved arrows. The inter-

organisational character of the ISOP includes that activities are performed in 

cooperation where the both organisations provide the resources that this co-

operation requires for producing on-going results in the stage ‘after the 

transfer’. The actors in the ISOP adopt different perspectives operationalised as 

different organisational levels; strategic level, operative level and systems level. 

The client–supplier relationship is based on interaction, both intra-organisa-

tional and inter-organisational (illustrated through the thin arrows in Figure 7.1) 

which when result in recurrent satisfactory results enable the building of 

partnership. Interactions then become of most importance for the realisation of 

a successful practice and thus actor satisfaction. 

 

In the ISOP, a successful outcome is based on the satisfaction of the receivers 

(in this study client and IS user) of the on-going results which is believed to be 

positively influenced by a successfully practised ISOP. For the purpose of 

enabling the management of the successful ISOP the process performance 

should be reflected in relation to environmental surroundings which in The IS 

OUT  Framework are represented by ‘the ISOP environment’ and ‘the inter-

action environment’. Dependent on practice and outcome in the ISOP, that is 

the overall level of satisfaction, the client–supplier relationship is evaluated 

resulting either in the decision to extend or terminate the relationship. This part 

of the IS outsourcing engagement, visualised in Figure 7.1 through the black 

arrows following the stage ‘after the transfer’, is initiated by that the jointly 

agreed contract has reached its end.  

 

The description so far could be explained as providing the foundation or the 

constituent elements of The IS OUT  Framework. However for the purpose 

of providing a framework for enabling management of successful IS out-

sourcing the key conditions that need to be managed should complement this 

foundation. Key conditions identified as either positively or negatively 

influencing the ISOP have been contributed in this research and fruitful ways 

of categorising these key conditions have been identified. Appropriately these 

categories are represented in The IS OUT  Framework and visualised in Figure 
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7.1 by the concept ‘key conditions’. The categories are based on the organisa-

tional levels, the different stages composing the ISOP, alignment, process span, 

and environmental surroundings. Key conditions spanning the different stages 

of the ISOP process are represented in Figure 7.1 through the Interaction 

dimension. The dimensions suggested as the different perspectives for mana-

ging, or studying, the ISOP are based in the different categories of key condi-

tions which are illustrated in Figure 7.1 by relating the different dimension to 

the constituent elements of The IS OUT  Framework. The relational-oriented 

dimensions are italic, bold typed whereas the result-oriented dimensions are 

simply italic typed.  

 

In its present form The IS OUT  Framework can be described as providing 

the structure for understanding what needs to be managed in terms of key 

conditions, when and how in connection to actors, relationships, and process. 

In relation to The IS OUT Framework (and the contributions given in the 

licentiate study), this study and The IS OUT  Framework enable an increased 

understanding 

 of IS outsourcing by identifying the practice of the ISOP (see Section 

6.6), 

 of key conditions and their influence on the ISOP as a result of 

identifying their significance in relation to the ISOP (see Section 6.4), 

 of key conditions as a result of categorising them as either positively or 

negatively influencing the ISOP (see Section 6.5.3), 

 of key conditions as a result of dividing them into relevant categories 

(the organisational levels, the different stages composing the ISOP, actor 

alignment, process span, and environmental surroundings) (see Section 

6.7), 

 of the performance of the ISOP by viewing it as part of a wider context 

constituted by the two environmental surroundings, 

 of how the dimensions can be used as the different perspectives for a 

better understanding of the management of IS outsourcing and 

 of key conditions that need to be operatively and strategically managed 

for successful IS outsourcing.  

 

In comparison with recent, previous research on IS outsourcing (Rajabzadeh et 

al., 2008; Yalaho, 2009; Kronawitter et al., 2013) The IS OUT  Framework 

values the potential of embracing a holistic perspective. More specific this in-

cludes that the ISOP is put in relation to ‘the ISOP environment’ and different 
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actor perspectives. As a result of relating key conditions to different stages of 

the ISOP as well as to organisational levels the contributions in relation to 

different actors in the ISOP become more motivated and clear. 

 

In their research, Willcocks et al. (2011) describe coordination of globally distri-

buted team work as a primary managerial challenge. Dimensions of distance 

(geographical, temporal, culture) contribute to the complexity of coordination 

of work in global IS outsourcing. One of the mechanisms for managing coordi-

nation of work is the assignment of boundary spanners at each side of client–

supplier relationships (Ó Conchúir et al., 2009; Abbott et al., 2013). The impor-

tance of the boundary spanner is also validated in this research and therefore 

the boundary spanner role is suggested to be part of the primary actors in the 

ISOP (see Section 6.6).  

 

Further, by addressing the practice of the ISOP in a client–supplier relationship 

this research contributes to an increased understanding of relational-oriented 

key conditions. As a result of relating these key conditions to the ISOP, this re-

search extends previous research (e.g. Haried & Ramamurthy, 2009; Swar et al., 

2012) on relational-oriented conditions for IS outsourcing success.  

 

7.2 Target groups and possible user scenarios 

As stated in the introduction of this study there are two main target groups of 

The IS OUT  Framework: researchers and practitioners interested in gaining 

further understanding of the process of IS outsourcing (what to be done, by 

whom and how) and how IS outsourcing needs to be understood and managed 

based on the key conditions influencing its practice and outcome.  

 

The IS OUT  Framework is intended to be used as a descriptive framework, 

that is, it can be used as a model of analysis (Miles & Huberman, 1994; Gregor, 

2006) to help researchers understand the management of IS outsourcing in a 

client–supplier relationship. As an analysis model, the descriptive framework 

can be used as a basis for the development of interview templates and as 

support during the collection of empirical data. In addition it can support the 

structuration, interpretation and analysis in interpretive case studies.  

 

In this study key conditions and their relation to the ISOP have been in focus 

for the purpose of contributing increased understanding of what needs to be 
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managed for successful IS outsourcing. In line with this purpose it was also 

important to identify the practice of the ISOP. The IS OUT  Framework can, 

however, as I see it, be used as a model of analysis in other scientific investiga-

tions, such as: 

 the role of managing IS outsourcing operatively and strategically for 

success. This can be realised by studying what needs to be managed 

based on relational-oriented and result-oriented key conditions. 

 the role of the interrelation between operative and strategic management 

for successful IS outsourcing. 

 the role of intra- and/or inter-organisational alignment in the manage-

ment of IS outsourcing. 

 in what way key conditions in the environmental surroundings influence 

(positively, negatively) the performance of IS outsourcing. 

 how key conditions related to the stage ‘after the transfer’ constitute 

mechanisms for managing (globally) distributed IS work. 

 

Other possible research scenarios exist which indicate the application of The IS 

OUT  Framework as a toolbox. More precisely, the idea of using the framework 

as a toolbox includes that, depending on scientific investigation, different parts 

of it can constitute a model of analysis. The toolbox idea could be extended to 

include The IS OUT Framework. This is reasonable since these two conceptual 

frameworks can be described as complementing each other rather than being 

mutually exclusive. Consequently, this thesis contributes a toolbox of two 

conceptual frameworks for studying the ISOP. This toolbox could be extended 

with further developments of The IS OUT  Framework as a result of vali-

dating the framework in additional empirical settings. Such extensions should 

preferably include the development of a prescriptive framework, that is, a 

framework that provides guidance for, or explains how to operatively and 

strategically manage the ISOP based on key conditions (cf. Gregor, 2006). 

 

The ambition of The IS OUT  Framework is further that it could be used to 

direct attention to the challenges in the performance of the ISOP. Thus, The IS 

OUT  Framework could serve to provide managers with knowledge about the 

key conditions for IS outsourcing success. The IS OUT  Framework, in other 

words, aims to increase the understanding of the challenges, but also the key 

conditions benefitting the practice of the ISOP, for the purpose of reaching 

proactive operative and strategic management. From this point of view, The IS 

OUT  Framework is the grounds for managerial decisions regarding the 
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performance of IS outsourcing in client–supplier relationships. Other possible 

scenarios for practitioners of The IS OUT  Framework include a better 

understanding of:  

 managerial challenges in different stages of IS outsourcing  

 the presence of multiple actor perspectives in the practice of IS out-

sourcing 

 how different actor perspectives can be bridged  

 the presence of different, possible receivers of on-going results and how 

this may influence how IS outsourcing needs to be managed 

 different levels of management and how they interrelate 

 different kinds of results in the performance of IS outsourcing 

 the context of IS outsourcing, represented by environmental sur-

roundings, and how IS outsourcing needs to be managed based on key 

conditions found in environmental surroundings 

 the practice of IS outsourcing as an inter-organisational process and the 

key conditions for building and maintaining a partnership 

 

7.3 Conclusions: enabling the management of IS outsourcing 

Based on identified knowledge gaps in previous IS outsourcing research, the 

following purpose has been addressed in the present study: 

 

To validate and reconsider a conceptual framework for enabling the management of IS 

outsourcing in terms of successful practice and outcome 

 

The first version of the conceptual framework, The IS OUT Framework, was 

generated through a conceptual approach in which research from three 

scientific fields informed the content and structure of the conceptual frame-

work. The IS OUT Framework has then informed and guided the case study in 

this research. Further, it has been used during the analysis of the in-depth 

description of an interpretive case study covering the process of IS outsourcing 

in a client–supplier relationship. The analysis was divided into two parts; one 

part focusing on key conditions and their significance in, as well as their relation 

to, the ISOP, and one part focusing on the description and explanation of the 

ISOP in a client–supplier relationship. The analysis contributed to the recon-

sideration of The IS OUT Framework, which resulted in the presentation of 

The IS OUT  Framework. Based on the present study and the framework, 
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conclusions regarding operative and strategic management for successful IS 

outsourcing are presented below.  

 

Based on its constituent elements The IS OUT  Framework provides an over-

view and understanding of the performance of the ISOP and when comple-

mented with key conditions, informs on what needs to be managed, when and 

how for successful IS outsourcing. Management is in this study operationalised 

as operative and strategic management. Both operative and strategic manage-

ment deals with the challenge of achieving an established operational practice 

(‘after the transfer’) that fulfils the requirement of producing on-going best 

possible outputs/partial results for reaching satisfied receivers. The receiver is 

the one to benefit from the results in their daily work and can represent, for 

example, client organisation, IS users or other actors, who in some way relate to 

or are dependent on the IS part of the IS outsourcing engagement. Operative 

management therefore includes the management of the practice settled as the 

transfer of IS work from the client to the supplier has been accomplished. 

Other challenge from an operative management point of view is consequently 

to reach a successful on-going practice in the stage ‘after the transfer’. Thus 

operative management includes the management of both the practice of the 

ISOP and the practice established as part of the ISOP. 

 

Strategic management deals with the establishment of an operational practice 

that meets the requirements of the client for the purpose of satisfied receiver(s). 

In general, client requirements include reduced costs compared to managing the 

practice in-house, and the fulfilment of stipulated performance measures. From 

a strategic point of view the performance of the ISOP should further be 

justified with regard to business strategies and goal. Fulfilling these criteria is 

argument for achieving a successful outcome of the ISOP. In other words, it 

increases the likelihood of an extended IS outsourcing relationship as the jointly 

agreed contract has reached its end. Neither of the management perspectives 

excludes the other but could rather be explained as complementing each other. 

The conclusions on the management of successful IS outsourcing are given 

below.  

 

Operative management of successful IS outsourcing is facilitated by identified 

key conditions addressing what needs to be managed in relation to: 

 intra- and inter-organisational alignment, 

 different stages of, as well as the entire ISOP,  
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 organisational levels based on the perspectives actors adopt on the 

ISOP,  

 environmental surroundings of the ISOP and 

 driving and braking forces in the ISOP based on key conditions influen-

cing the performance of the ISOP positively or negatively. 

 

The key conditions facilitating the operative management of IS outsourcing are 

referred to as relational-oriented key conditions as they relate to the practice of the 

ISOP as well as the practice part of the ISOP and thus to actor satisfaction. 

Further, these key conditions are categorised in dimensions as part of the super 

dimension ‘relational-oriented dimensions’. Key conditions addressing what 

needs to be managed in relation to client satisfaction and IS user satisfaction 

should further inform the operative management. This since the practice part of 

the ISOP is aimed to produce on-going results satisfying these receivers. Key 

conditions that address what needs to be managed in relation to client and IS 

user satisfaction is accounted for in relation to strategic management since 

strategic management should ensure that the practice part of the ISOP fulfils 

the requirements of the receiver(s). This is crucial since satisfied receiver(s) is 

one criterion of a successful outcome. 

 

Strategic management of successful IS outsourcing is facilitated by identified 

key conditions addressing what needs to be managed in relation to: 

 satisfaction from a client perspective. For this purpose this study 

contributes insights into a successful outcome from a client perspective. 

It shows the application of ‘performance indicators’ for the purpose of 

evaluating IS outsourcing engagements from a client perspective. 

Further, from a client perspective the importance of distinctive roles and 

‘responsibility’ is acknowledged. This includes that responsibility areas 

should be communicated and documented from both an actor and a 

business relationship point of view. Being in an ISOP a creative, open 

and trustworthy ‘relationship’ is a condition for a successful outcome 

from a client perspective. Further ‘communication’, ‘boundary span-

ning’, ‘project management’, ‘knowledge’ and ‘IS characteristic’ are key 

conditions important to manage for client satisfaction. 

 satisfaction from an IS user perspective. For this purpose this study 

contributes insights into a successful outcome from an IS user per-

spective. It shows that IS user satisfaction is partly a result of the ‘system 

quality’ of the IS functionality produced by the supplier. However, for 
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the purpose of a satisfied IS user also informal communication inter-

faces (part of boundary spanning activities), high involvement in ISD 

work (supported by an agile ISD approach) and an open and responsive 

relation with the supplier are of great value. 

 a strategic level perspective.  

 the requirements of a transfer based on the stage ‘before the transfer’. 

 the assessment of the on-going practice part of the ISOP based on the 

stage ‘after the transfer’.  

 driving and braking forces in the ISOP based on key conditions influen-

cing the ISOP positively or negatively. 

 

Key conditions enabling strategic management of IS outsourcing are referred to 

as result-oriented key conditions as they relate to client and IS user satisfaction as 

well as the practice of the ISOP from a strategic management point of view. 

Further, these key conditions are categorised in dimensions as part of the super 

dimension ‘result-oriented dimensions’.  

 

The above conclusions provide management with insight into what needs to be 

managed, when and how based on key conditions influencing successful IS 

outsourcing. The management of IS outsourcing is further facilitated by 

describing and explaining the ISOP in terms of what is to be done and by whom, 

thus contributing to the enhanced understanding of the practice of the ISOP 

and the practice part of the ISOP. In other words, identifying IS outsourcing as 

an inter-organisational process provides a better understanding of actors’ 

required cooperation and coordination of work in IS outsourcing engagements. 

This research further adds to the knowledge base of the ISOP by concluding 

the importance of the role of the IS user, the set-up of the technical infrastructure, and 

boundary spanner roles. Especially the set-up of the technical infrastructure and the 

assignment of boundary spanners need to be managed in a proactive manner. 

From a management perspective the challenge includes making sure that the 

technical infrastructure supports distributed and remote working and that 

technological resources are available to support distant communication. Further 

the managerial challenge includes making sure that boundary spanner roles are 

practised and not just assigned roles. Whit this is meant that the actors acting as 

boundary spanners actually engage in boundary spanning activities. It is there-

fore suggested that the role of boundary spanners should be assigned during the 

stage ‘before the transfer’ and thereafter evaluated continually in parallel with 

the practice of the ISOP.  
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Further, conclusions regarding the elements of knowledge and performance 

indicators, understood as requirements in an inter-organisational process, are 

provided. In the context of the ISOP some aspects are recommended to 

complement the element of knowledge as described in business process theory. 

These aspects are related to the importance of developing a knowledge 

retention strategy, preventing staff turnover, and selecting a competent supplier.  

 

This study points to the importance of complementing general performance 

measures with “soft measures” for the purpose of evaluation of the client–

supplier relationship. Results from soft measures are important as they indicate 

how the relationship could be developed in a fruitful manner. Thus, it is 

recommended that the element ‘performance indicators’ is expanded to include 

relational-oriented measures.  

 

7.4 Cases of practice: the application of The IS OUT  Framework 

To further address the applicability of The IS OUT Framework the following 

sections include cases of practice mainly from a managerial perspective. 

 

7.4.1 Management in relation to organisational level 

Some of the key conditions identified as relating to all of the three organisa-

tional levels can be seen as more or less influential dependent on organisational 

level. In other words, depending on actors’ role in the ISOP, different 

challenges may be experienced. For the purpose of illustrating that the signifi-

cance of key conditions in relation to IS outsourcing success may differ depen-

ding on organisational level, goal graphs are used. In Figure 7.2-Figure 7.4 

squares symbolise goals and arrows the contributing relation between goals 

(Goldkuhl & Röstlinger, 1988, 2012). For the purpose of exemplification, the 

significance of the key condition ‘IS characteristic’ is illustrated in relation to 

each of the organisational levels.  

 



 387 

 

Figure 7.2: The significance of the key condition ‘IS characteristic’ from a strategic level 

perspective  

 

Figure 7.2 illustrates the significance of the key condition ‘IS characteristic’ 

from a strategic level point of view. From a strategic level perspective the 

realisation of outsourcing of user-intensive IS contribute to IS outsourcing 

success. To be able to outsource such an IS it requires an outsourcing partner 

with a similar way of thinking as well as a client interface located in the same 

country as the client firm. The achievement of the goal of an outsourcing 

partner with a similar way of thinking increases with the selection of an out-

sourcing partner that is located geographically close in relation to the 

outsourcer. 

 

Figure 7.3 illustrates the significance of the key condition ‘IS characteristic’ 

from an operative level point of view. From an operative level perspective the 

transfer of the IS part of the outsourcing engagement contributes to IS 

outsourcing success. This is a result of that the actors learning the IS take over 

responsibility for the management of the IS. To learn the IS, time needs to be 

devoted to the knowledge transfer. The transfer period depends on the 

characteristics of the IS part of the outsourcing engagement. When the stage of 

IS learning spans a long time period, staff turnover needs to be prevented.  
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Figure 7.3: The significance of the key condition ‘IS characteristic’ from an operative level 

perspective 

 

Figure 7.4 illustrates the significance of the key condition ‘IS characteristic’ 

from a systems level point of view. From a systems level perspective the under-

standing and learning of the IS part of the outsourcing engagement contribute 

to IS outsourcing success. To enhance the learning of the IS, the stage of IS 

learning should include activities recognised as learning by doing which pre-

ferably should be performed together with IS experts. The stage of IS learning 

requires the availability of ICT-tools for distant communication and IS experts.  

 

 

Figure 7.4: The significance of the key condition ‘IS characteristic’ from a systems level 

perspective 
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The illustrations presented above exemplify that what is acknowledged as 

successful depends on who is asked (cf. Markus et al., 2000) which implies the 

importance of recognising the different actor perspectives that are present in IS 

outsourcing.  

 

To increase the understanding of the relationship between key conditions and 

organisational levels, managerial questions of guidance should be provided in a 

framework for managing successful IS outsourcing. The formulation of 

managerial questions further contributes to the understanding of the signifi-

cance of key conditions in relation to different organisational levels. For the 

purpose of exemplification managerial questions for strategic, operative, and 

systems level are produced for key conditions ‘IS characteristic’ and ‘communi-

cation’. These key conditions are examples of key conditions that align actors 

performing at the different organisational levels and whose significance differs 

depending on organisational level. The managerial questions presented in Table 

7.14 and Table 7.15 are derived from the presentation of the aligning key condi-

tions in Section 6.5.1.  

 

Table 7.14: Managerial questions in relation to organisational levels: the key condition 
IS characteristic 

Guiding questions for management 

Strategic level: In what way should the IS part of the IS outsourcing engagement 

influence selection of outsourcing partner and transfer implementation? 

Operative level: Is a strategy for prevention of staff turnover formulated? 

Systems level: How is availability of IS experts during the stage of IS learning ensured? 

Are technologies for distant communication present? 

 

 

Table 7.15: Managerial questions in relation to organisational levels: the key condition 
communication 

Guiding questions for management 

Strategic level: How do differences in terminology, culture, and language have to be 

managed to decrease influence on actors’ communication? 

Operative level: Which strategies should be embraced to reduce risks related to oral 

misunderstandings? 

Should oral communication be in written form also? 

How is on-going communication ensured? 

Systems level: Does present technologies for distant communication support actors in 

their communication? 
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7.4.2 Management in relation to different stages of the IS outsourcing 
process 

From a management perspective, the awareness of how key conditions are 

related to different stages of the ISOP and in what way (positively, negatively) 

enables proactive management of the ISOP. The approach of providing mana-

gerial questions is further utilised below for the purpose of increasing the 

understanding of the ISOP from a management perspective. The key condi-

tions ‘boundary spanning’ and ‘technical infrastructure’ are used to exemplify 

managerial questions dependent on the stage of the ISOP. 

 

The key conditions are selected on the basis of their relation to stages of the 

ISOP, where ‘boundary spanning’ spans the entire ISOP and ‘technical infra-

structure’ relates to the stages before and during. The managerial questions 

presented in Table 7.16 and Table 7.17 are derived from the presentation of the 

key conditions in Section 6.4 as well as from the presentation of the phases of 

the ISOP in Section 6.6. The questions are applicable to both a client and a 

supplier perspective. 

 

Table 7.16: Managerial questions in relation to stages of the ISOP: the key condition 
boundary spanning 

Guiding questions for management 

Before: Has the role as boundary spanner been assigned to actors in the ISOP? 

Has a communication strategy been established? 

During: Are communication channels established to support communication across 

organisational levels as well as across organisations? 

After: Have escalations paths been established? 

Are there forums for communication with different actors? 

Are there arenas for information sharing and information exchange? 

Has the role as co-ordinator been assigned to actors on both side of the 

client–supplier relationship? 

 

7.4.3 Outsourcing of agile IS development 

Findings of the analysis presented in Chapter 6 show that the agile approach is 

successful in distributed ISD projects. This includes communication on a daily 

basis; frequent moments of verification and information sharing; high level of 

cooperation; as well as increased client and IS user involvement. From a client 

point of view the agile approach is appreciated as it contributes more frequent 

software deliveries. Working agile further assumes that people and their 
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relationships are prioritised before methodologies and formalised contracts; 

that software deliveries are more important than documentation; and that 

changing requirements is part of the normal way of working (Lindstrom & 

Jeffries, 2004; Gustavsson, 2007). 

 

Table 7.17: Managerial questions in relation to stages of the ISOP: the key condition 
technical infrastructure 

Guiding questions for management 

Before: How should the set-up of the shared technical infrastructure be realised to 

ensure hardware and software compatibility as well as access to necessary IT 

environment?  

Who should be responsible for the set-up of the shared technical 

infrastructure? 

During: Does the technical infrastructure fulfil the requirements related to working 

remotely? 

Does the technical infrastructure enable the establishment of preferable IT-

based communication channels to support distributed work? 

After: Does the technical infrastructure provide an IT environment that supports 

on-going operative, distributed IS work? 

 

Findings from this study partly coincide with these principles of the agile 

approach. The focus on the people, the relationships and the cooperation is 

believed to be reason why the agile way of working was appreciated in case 

SysDev – it contributed to the feeling of being one team despite the geo-

graphical distance (cf. Holmström Olsson et al., 2006). In spite of this positive 

response among the participants of case SysDev, this research study contributes 

insights that are not consistent with the principles of the agile approach. For 

instance, the research shows that documentation is vital for the purpose of 

mitigating risks related to misunderstandings during distributed ISD. Also 

methodologies are found important as they contribute to a common way of 

working and a common terminology, which is found important especially as the 

IS outsourcing relationship is new and immature. 

  

As emphasised in the case study outsourcing of agile ISD conditions the 

availability of both basic and advanced technologies for the realisation of daily 

communication and information sharing. Advanced technologies enable actors 

to work in the same manner as if they were sitting in the same premises. In case 

SysDev both basic technologies, such as telephone and e-mail, as well as more 

advanced tools for communication were used. Advanced tools included, for 

example, desktop sharing which in turn accomplished joint development. In 



 392 

case SysDev the agile way of working was further facilitated as the IS construc-

tion work was performed at the captive centre which then made it possible for 

some of the team members to be situated in the same premises.  

 

This study contributes insights into the importance of key roles and boundary 

spanners. The presence of such roles is even more imperative during out-

sourcing of agile ISD as the agile approach conditions on-going and qualitative 

communication (cf. Njeru & Sjölund, 2013). The importance of communication 

in agile development implies that the persons assigned a boundary spanner role 

need to manage the communication interfaces across teams and across organi-

sations in an effective manner.  

 

To conclude, the use of The IS OUT  Framework in an empirical setting 

characterised by outsourcing of agile ISD is favourable since it emphasises: 

 the production of documentation for the purpose of facilitating distributed ISD work 

as well as for the purpose of reducing the possibility for misunderstandings. In distri-

buted ISD misunderstanding is often a result of differences in language, 

and terminology, which influence cooperation negatively. Therefore, a 

framework for outsourcing of agile ISD should emphasise the impor-

tance of documentation as a means to reach effective and qualitative 

communication. 

 the use of shared methodologies and techniques for the purpose of a common way of 

working. Using the same methodologies and techniques creates a com-

mon basis for discussions and promotes the use of a shared termi-

nology, which in turn facilitates communication across teams and orga-

nisations. A framework for outsourcing agile ISD should therefore 

emphasise the importance of common methodologies and techniques 

across teams, especially as the IS outsourcing relationship is new and 

immature. 

 the availability of basic and advanced technologies as a means to reach on-going 

communication across teams. When teams are situated geographically 

dispersed, the team members are dependent on good IT-tools for 

distant communication and distant cooperation. Such tools should pro-

mote both the possibility to communicate face-to-face and joint 

development. A framework for outsourcing agile ISD should therefore 

emphasise the importance of the availability of basic and advanced 

technologies for distant communication and distant cooperation. 
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 the importance of bridging team boundaries and organisational boundaries through 

the use of boundary spanners-in-practice. The boundary spanners should 

manage the communication interfaces across teams and across organi-

sations to enable on-going and effective communication. A framework 

for outsourcing agile ISD should therefore emphasise the importance of 

assigning the boundary spanner role during the evaluation phase and 

ensure its presence during the whole life-cycle of the IS outsourcing 

relationship. 

 

7.5 Summary and contributions Chapter 7: Towards a framework for 
relational-oriented management of IS outsourcing 

The first part of this chapter constitutes the description and explanation of The 

IS OUT  Framework, which in comparison with The IS OUT Framework, 

allows for an increased understanding of: 

 of IS outsourcing by identifying the practice of the ISOP, 

 of key conditions and their influence on the ISOP as a result of 

identifying their significance in relation to the ISOP, 

 of key conditions as a result of categorising them as either positively or 

negatively influencing the ISOP, 

 of key conditions as a result of dividing them into relevant categories, 

 of the performance of the ISOP by viewing it as part of a wider context 

constituted by the two environmental surroundings, 

 of how the dimensions can be used as the different perspectives for a 

better understanding of the management of IS outsourcing and 

 of key conditions that need to be operatively and strategically managed 

for successful IS outsourcing. 

 

The second part of the chapter is devoted to the conclusions as well as to the 

description of possible user scenarios of The IS OUT  Framework in relation 

to two distinct target groups: researchers and practitioners. Conclusions are 

provided in relation to how the operative and strategic management of IS out-

sourcing can be supported based on the identified key conditions. Operative 

management is enabled through identified key conditions addressing what 

needs to be managed in relation to intra- and inter-organisational alignment, different 

stages of the ISOP, organisational levels based on the perspectives actors adopt on the ISOP, 

environmental surroundings of the ISOP, and driving and braking forces in the ISOP. 
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Strategic management is enabled through identified key conditions addressing 

what needs to be managed in relation to satisfaction from a client perspective, satis-

faction from an IS user perspective, a strategic level perspective, the requirements of a transfer, 

the assessment of the on-going practice part of the ISOP, and driving and braking forces in 

the ISOP. Further, viewing IS outsourcing as an inter-organisational process, this 

research provides a better understanding of actors’ cooperation and co-

ordination of work across organisational and cultural boundaries. The role of the 

IS user, the set-up of the technical infrastructure, and boundary spanner roles are further 

ascertained as important in the management of IS outsourcing. Furthermore, 

the key conditions knowledge and performance indicators, important elements in 

business processes, are recommended to be extended and complemented with 

aspects distinguishing these elements in an IS outsourcing context. 

 

The IS OUT  Framework is intended to be used as a descriptive framework in 

its entirety or parts of it depending on the scientific investigation. Conse-

quently, the framework can be seen as providing a toolbox where different 

parts of it may constitute relevant model of analysis depending on the research 

scenario. The IS OUT  Framework is further intended be used to direct 

attention to the challenges in relation to the performance of IS outsourcing. 

Thus from a practical point of view The IS OUT  Framework aims to ensure a 

proactively operative and strategic management of IS outsourcing. To show the 

relevance of a framework for relational-oriented management of IS outsour-

cing, The IS OUT  Framework is addressed using a management perspective. 

Managerial considerations are presented, based on key conditions and their 

relation to organisational levels and stages of the ISOP. 
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8 Concluding discussion 

 

This final chapter provides discussions of the contributions in relation to theory, the 

interpretative case study and methodological considerations. Suggestions for future research are 

then presented and finally the chapter and this thesis are concluded with some personal 

reflections on my postgraduate journey.  

 

 

8.1 Contributions 

In this study the phenomenon of IS outsourcing is elaborated and discussed by 

viewing it as an inter-organisational process investigated in a client–supplier 

relationship. The research field includes Information Systems, and in particular, 

information systems development but also business development. To contri-

bute a better understanding of the IS outsourcing relationship, perspectives 

from inter-organisational, business relationship theories, and mainly the 

industrial marketing approach (e.g. Håkansson, 1982), were adopted. Further, 

perspectives from business process theory were embraced, contributing to the 

identification of the practice of the ISOP. This thesis also argues and shows 

that adopting theories and perspectives from other research domains is 

important for gaining further knowledge of IS outsourcing. 

 

The symmetric view on, or the equal attention given to, the client and the 

supplier adopted in this thesis is based on perspectives in business relationship 

theory. Based on the application of a relationship perspective the practice of IS 

outsourcing is described and explained using a symmetric view on the 

operational performance. The importance of identifying the practice lies in the 

enabling of a common view and understanding of IS outsourcing among actors 

across organisations and organisational levels. This research thus contributes to 

the research on the process of IS outsourcing by discussing the practice of IS 

outsourcing in a client–supplier relationship. This enhanced knowledge of the 

practice of IS outsourcing can be used for inter-organisational business 

development and as basis for understanding inter-organisational interaction in 

IS outsourcing. 

 

The combination of research from four scientific fields with findings from an 

interpretative case study has informed the content and structure of The IS 
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OUT  Framework. The framework helps to understand the phenomenon of IS 

outsourcing and also where challenges can occur. The framework extends 

previous research on the IS outsourcing process (e.g. Rajabzadeh et al., 2008; 

Kronawitter et al., 2013) and consequently provides understanding of what 

needs to be managed in relation to actors, relationships, and process phases. 

Thus the framework can be used as model for improving the practice of IS 

outsourcing. In this respect, the study contributes to descriptive theory 

(Gregor, 2006) where the ISOP is described by its constituent elements and 

how these elements relate to each other given a certain setting. 

 

Based on identified distinctive characteristics of the ISOP and The IS OUT  

Framework, propositions describing theoretical implications are provided 

below. 

 

Proposition 1: The successful practice and outcome in IS outsourcing require 

long-term, trust-based relationships especially as the IS outsourcing engagement 

is based on complex, knowledge-intensive and/or innovative IS solutions. 

 

Based on proposition 1 the following managerial guideline is contributed:  

 

Managerial guideline: The successful IS outsourcing requires proactive 

management of IS outsourcing relationships. Therefore a jointly agreed relation-

ship strategy should be established during the stage ‘before the transfer’. 

 

This research confirms, in line with previous research on IS outsourcing (e.g. 

Whitley & Willcocks, 2012), the importance of building long-term, trust-based 

relationships, or in other word partnerships, in IS outsourcing engagements that 

include IS solutions that are less structured, complex and business knowledge-

intensive, thus requiring close cooperation. In other words, the ISOP is 

suggested to benefit from long-term relationships that have evolved into a 

partnership. In the partnership the stage ‘before the transfer’ distinguished by 

activities of selection of outsourcing partner and negotiation, can be shortened 

and less formal as has also been exemplified in case SysDev. Further, in the 

partnership actors know what to expect from each other and attention can be 

directed to the development of new practices where different perspectives are 

embraced as areas of learning. This in turn contributes to the achievement of 

value-adding result and outcome of value in IS outsourcing.  
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Proposition 2: The successful practice and outcome in IS outsourcing require 

management on different levels. 

 

Based on proposition 2 the following managerial guideline is contributed:  

 

Managerial guideline: The management of IS outsourcing comprises 

management of the ISOP as well as management of the business practice 

established as part of the ISOP. This implies management with different kinds 

of results in mind: on-going results as part of the ISOP versus result and 

outcome of the ISOP. 

 

This research acknowledges the importance of managing the ISOP from both a 

strategic and operative point of view for satisfied actors and receiver(s) in the 

ISOP. From a managerial perspective, it is furthermore important to recognise 

the different levels of management in the performance of the ISOP. This is 

mainly a result of the management of the ISOP as well as management of the 

business practice established in the stage ‘after the transfer’ part of the ISOP. In 

the present study, this business practice is distinguished through operative, 

distributed ISD projects ordered by the client. Hence, managers of the ISOP 

need to manage the ISOP with different kinds of results in mind; on-going 

results as part of the ISOP versus the result and outcome of the ISOP. More-

over the successful ISOP depends on the success of each of the phases 

constituting the ISOP. Hence, managers need to recognise the value of outputs, 

on-going results, and result and outcome for successful IS outsourcing.  

 

The established business practice is part of the supplier’s daily operative work, 

constituting part of core business, and thus requiring both strategic and opera-

tive managerial attention. This is confirmed in this research by the stressed 

importance of project management among actors at the operative level in the 

stage ‘after the transfer’. Further this research points to the importance of 

change management for the successful ISOP. Thus it seems that both manage-

ment and supporting processes are triggered by the performance of the ISOP, 

thus contributing to the challenging task of managing IS outsourcing. In turn 

this confirms the key role managers have for succeeding with IS outsourcing as 

stressed in the introductory chapter of this study. 
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Proposition 3: The value of recognising the significance of process outputs, 

process result, and process outcome for the successful inter-organisational 

business practice. 

 

Based on proposition 3 the following managerial guideline is contributed:  

 

Managerial guideline: Actors in inter-organisational business practices 

need to recognise the significance of both the co-production of results of value for 

certain receiver(s) and the co-creation of value in inter-organisational relation-

ships for the realisation of long-term relationships. 

 

In business process theory the importance of producing a process result of 

value for specific client(s) is stressed. The justification of the business practice 

thus lies in its generation of valuable results for certain receiver(s). In this study 

the value of recognising the significance of process outputs (partial results), 

process result and process outcome for successful IS outsourcing is stressed 

along with previous research on IS outsourcing. Further, the significance of 

evaluating the value of not only the process result but also the IS outsourcing 

relationship is in line with research on business relationships, indicating that 

both client and supplier should benefit from being in a business relationship. In 

other words client–supplier relationships should aim for an outcome that could 

be described in terms of a win-win situation. This research therefore claims the 

importance of recognising co-creation of value in inter-organisational relation-

ships for realising long-term relationships, especially as the relationship includes 

exchanges of complex products/services. For this purpose, perspectives in 

(inter-organisational) business process theory could benefit from adopting per-

spectives from business relationship theory, including the adoption of a life-

cycle perspective on inter-organisational relationships. 

 

Previous research has to a large extent studied outsourcing from Western client 

firms to Indian suppliers (Lacity et al., 2012a). By studying IS outsourcing in a 

‘Swedish client–Swedish/Czech based captive centre supplier context’, the 

empirical contribution of this study is the empirical description of the ISOP in 

this client–supplier relationship. The study has thus given empirical content to 

the practice of the ISOP in a business context represented by the actors and 

their perspectives on the ISOP. As a result this research contributes to the 

possibility of comparing findings from studying IS outsourcing in a ‘Swedish 

client–Swedish/Czech based supplier context’ with previous research on IS 
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outsourcing in a ‘Western client–Indian based supplier context’. Hence it 

follows that this research indirectly contributes to the knowledge gap of 

comparative studies of outsourcing across countries and cultures (Lacity et al., 

2012a).  

 

Finally, a reconsidered definition of the ISOP is contributed. A definition was 

first provided in Bergkvist (2008), presented in Section 2.1 in this study, 

although reconsidered here based on the completed research. The ISOP is 

defined as: 

 

A client–supplier relationship, framed by a jointly agreed contract, where actors 

work together in a common practice, recognised by the coherent set of activities 

performed across organisational boundaries with the objective of achieving value-

adding results for specific receiver(s) and a mutual beneficial outcome. 

 

8.2 Methodological considerations in retrospect 

This section includes, besides methodological reflections based on the com-

pleted research, a discussion regarding methodological contributions. Two 

methodological contributions are presented: the design and realisation of work-

shops and the application of business modelling techniques in an IS outsour-

cing research context. 

 

8.2.1 The design and realisation of workshops 

This research acknowledges the application of workshops for collecting and 

validating case study data. The workshops provided the opportunity to discuss 

empirical descriptions based on collected case study data with my respondents. 

This in turn yielded feedback on suggestions for revision or new data contri-

buting to richer insight. Further, the workshops made it possible to present 

some tentative empirical results. Performing workshops thus contributed to the 

validation of the empirical case study data, which then constituted a sound basis 

for the analysis. 

 

The suggested design of the workshops can be discussed in terms of a 

methodological contribution. The design included, for instance, that the work-

shops should be held in an environment convenient for the participants, the 

assignment of a secretary for note taking and the workshop program divided 
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into three parts where two parts were designed in a step-by-step approach sup-

ported by formulated questions. Such a design can serve as input for future 

workshops and facilitate for other researchers in their work of designing work-

shops. 

 

8.2.2 The application of business modelling techniques for the 
structuration and presentation of case study data 

To the best of my knowledge, previous IS outsourcing research lacks the 

application of modelling techniques from the field of business development for 

the purpose of structuring and presenting case study data as well as for presen-

ting research findings. Consequently, the application of process modelling, 

concept modelling and goal modelling for the purpose of working with case 

study data is here presented as a methodological contribution. The production 

of graphical illustrations (process, concept, goal) is found to complement 

textual descriptions in a rich way and the graphs have been useful for discussing 

tentative results with my respondents as well as for mapping out differences in 

theory and practice. The use of graphs is further justified as they facilitate 

understanding of case study data and research findings. Further they have been 

useful for the provision of both detailed and directed descriptions as well as 

general descriptions.  

 

Literature reviews on the ISOP further show that the application of business 

process theories for the purpose of describing and explaining the ISOP is 

scarce. In this work the applied process perspective frames the description of 

the ISOP through the application of certain business process elements. These 

business process elements have been used for the purpose of structuring 

findings from literature reviews on the ISOP as well as for structuring case 

study data. Complementing this way of data structuration with process graphs is 

believed to have contributed fruitful illustrations of process elements in entire 

descriptions of the ISOP. 

 

8.2.3 Methodological reflections 

This study includes examples of both strengths and shortcomings. The in-depth 

description of case SysDev presented in Chapter 5 is here argued as an example 

of strength. The reason is primarily based on the feedback given from the 

respondents who state that the presentation contributes to a concrete, holistic 
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picture of how the process was actually performed. Such a profound, holistic 

description was possible mainly because the respondents were chosen on the 

basis of their representation of a variety of work tasks and responsibilities in the 

ISOP. As such the research contributes an increased understanding of the 

practice of the ISOP from different actors’ (or organisational levels) points of 

view, which are important in the assessment of IS outsourcing success. 

Moreover, the inclusion of respondents across organisational levels and across 

organisations made it possible to assess their answers in the light of others. 

Consequently, it offered the possibility to assess the degree of truthfulness in 

their answers. The case description provided in Chapter 5 is believed to be of 

interest not only for the practitioners involved in this study but also for other 

practitioners taking an interest in IS outsourcing in general.  

 

This research is based on both theory and practice to a large extent yielded by 

and selected from previous research based on the authors’ acknowledged work 

on IS outsourcing. Literature has been collected continuously throughout the 

research process, which has made it possible to relate this research to recent 

research on IS outsourcing. Building this thesis on well-known and reputed 

research, contributes findings that can be argued to be based on valid 

information (cf. Jacobsen, 2002).  

 

As a result of considering different actor perspectives in the practice of the 

ISOP, this research aims to contribute to the understanding of the value of IS 

outsourcing in a holistic sense (cf. Willcocks et al., 2011). From this point of 

view the unbalanced division of respondents among the organisational levels 

could be described as a possible shortcoming of the study. A majority of the 

respondents are found at the operative level, which perhaps is not that sur-

prising since it constitutes the level of ISOP operation. However, for the 

purpose of an increased understanding of IS user and client satisfaction a more 

in-depth investigation of these roles in the performance of the ISOP would 

perhaps have contributed additional insights into the successful outcome in IS 

outsourcing. Moreover, as this research contributes insights into the importance 

of a well-functioning technical infrastructure for successful IS outsourcing, the 

actors responsible for setting up the technical infrastructure could have 

contributed other, additional insights regarding this key condition.  

 

To conclude, some thoughts about the generalisation of case findings are 

discussed. In-depth descriptions of the case study and the analysis conform to 
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the interpretative research, which does not necessarily seek generalisation from 

the case setting to the population as whole. Rather, this study aims to provide a 

profound understanding of IS outsourcing in a client–supplier relationship 

which can be used to inform other settings (cf. Orlikowski & Baroudi, 1991). 

This includes, for example, inter-organisational relationships and business pro-

cesses in general. Thus, the goal is not to reach statistical generalisation but 

rather to contribute knowledge for expanding and generalising theories on IS 

outsourcing, so-called analytical generalisation. In analytical generalisation 

empirical findings can be generalised to theoretical statements. The aim of the 

case study is to provide such a generalisation in order to validate and reconsider 

a conceptual framework for enabling management of IS outsourcing. In other 

words, key conditions and patterns identified from the case study gave the 

possibility to theorise on key conditions’ relation to the ISOP presented in The 

IS OUT  Framework. Thus the analytical generalisation in this research has 

been accounted for in the form of a conceptual framework and theoretical 

propositions. It is, however, hard to argue that the research results have genera-

lisability beyond the studied, actual case (cf. Lee & Baskerville, 2003). For the 

purpose of generalising research results beyond the actual case, the ISOP need 

to be studied in new and different contexts (cf. Easton, 2010). Research results 

can then be further validated and confirmed for the purpose of contributing a 

theory, or a prescriptive framework, on the management of IS outsourcing in 

client–supplier relationships.  

 

8.3 Suggestions for future research 

The research reported in this thesis has not saturated, but rather increased my 

interest in IS outsourcing. Consequently, there is a desire to further extend the 

knowledge on this phenomenon by studying the ISOP in new and different 

contexts. Examples of context are presented below where the contexts are 

derived from the interpretive case study presented in this study.  

 

Outsourcing to an external supplier versus outsourcing to a captive centre: This research 

constitutes an example of both external and captive centre outsourcing. In the 

interviews some respondents indicated that outsourcing in the same corpo-

ration, even abroad, facilitates the transfer of IS activities and responsibilities. 

Not being dependent on complex contracts and not having to consider legal 

aspects, pay conditions, and disputes are some benefits mentioned of captive 

centre outsourcing. In other words, empirical results suggest that captive centre 
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outsourcing does not have to be formalised in the same manner as when doing 

business with an external supplier. An argument is therefore that captive centre 

outsourcing brings a less complex ISOP compared to external outsourcing. The 

outsourcing from the client to the IS supplier performed in 2002 is interpreted 

as a special case of IS outsourcing since the two actors were part of the same 

corporation until 2002. The outsourcing was thus a result of the fact that some 

parts of the corporation were acquired by an international corporation and that 

the client firm decided to keep responsibility for IS management at the acquired 

part. As the practitioners have been former colleagues, it could thus be assumed 

that this has influenced the performance of the ISOP in case SysDev. For 

future research it would therefore be interesting to study the ISOP in a new and 

not corporate-based IS outsourcing relationship to find out consequences in the 

practice of the ISOP and related key conditions. 

 

Long-term relationship versus new relationship: This research is an example that long-

term relationships matter. The relationship between the client and the IS 

supplier can be described as a long-term relationship that partly is a result of the 

actors former belonging to the same corporation. As a result of being former 

colleagues, the relationship between different actors stayed almost the same as 

before the outsourcing. This is interpreted as a reason why the IS outsourcing 

relationship was experienced without any problems by both the client and the 

IS supplier’s onsite unit. The long-term relationship was held to contribute to 

smooth negotiations, less monitoring of each other as well as a relaxed and 

informal relationship. The relationship between the IS supplier’s onsite unit and 

the captive centre could, on the other hand, be described as a new and 

immature IS outsourcing relationship. In such a relationship the actors had to 

find out who should take over responsibility from whom and discuss the struc-

ture of ways of working. Consequently, the building of a trustworthy, coopera-

tive relationship had to be done from scratch. These two IS outsourcing 

relationships illustrate that the age of the outsourcing relationship influences 

the practice of the ISOP. In other words, an argument is that the age of the IS 

outsourcing relationship influences how IS outsourcing needs to be managed.  

 

Domestic IS outsourcing versus global IS outsourcing: Another circumstance is 

represented by how actors are geographically located in relation to each other. 

As this research shows, the relationship between the IS supplier’s onsite unit 

and the captive centre has other consequences for the practice of the ISOP 

compared to the relationship between the IS supplier’s onsite unit and the 
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client. Issues related to, for example, culture, language, and control are assumed 

to be a result of the geographical distance between actors. In other words, an 

argument is that the geographical location of actors influences the degree of 

managerial efforts of control and inter-organisational coordination. 

 

Outsourcing of ISD work versus outsourcing of IS operation work. The initial plan of the 

case study in this study was to include two cases representing two different 

performances of the ISOP, which would have allowed for a comparative case 

study. However instead of a comparative case study, it was decided to do an in-

depth study of one performance of the ISOP. This leaves the possibility for a 

comparative study as part of future research. Such a comparative study should 

compare the research findings from this research with research findings from 

analysing the process of outsourcing IS operation work. Besides differences in 

type of IS activity as part of the outsourcing engagement, the two cases differ in 

relationship composition. Whereas case SysDev includes an external client, the 

other case is an example of captive centre outsourcing. Performing a compa-

rative study makes it possible to explore if the type of outsourced IS activity 

influences how the ISOP is practised, where how could be a result of differences 

in identified key conditions as well as how key conditions are related to the 

ISOP.  

 

This research is based in the conviction that the management of the ISOP is 

enabled with a relationship and success perspective. Consequently, the con-

clusions and contributions offered in this study are framed by these per-

spectives. In future research other perspectives for studying the ISOP could be 

applied to gain other, new insights into the management of the ISOP. To 

exemplify, a project management perspective could contribute further insights into 

the management of distributed ISD projects in the stage ‘after the transfer’. The 

application of this perspective could further contribute insights into the 

mechanisms of coordinating and controlling ISD project work in global con-

texts. Moreover a project management perspective may increase the under-

standing of how globally distributed ISD work needs to be managed, which in 

turn would contribute knowledge of important managerial skills and qualities in 

the management of globally dispersed teams and relationships. Similarly, an 

operative management perspective could contribute further knowledge on managerial 

qualities and skills required for the management of the ISOP in a client–

supplier relationship. Moreover, it could contribute insights into how the ISOP 

should be operatively managed in terms of, for example, coordination of work. 
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The application of a business process management perspective could contribute insights 

into the ISOP in terms of quality and performance (for example, in relation to 

time, costs and flexibility). Furthermore, it is believed to increase understanding 

of the performance of the ISOP from a strategic management point of view.  

 

Further, it would be interesting to compare client and supplier perceptions 

regarding ISOP functionality, that is, whether it is perceived as a value-adding 

or a value-enabling process, and how this may influence actors’ commitment to 

the ISOP practice. Based on the rationale of IS outsourcing it could be assumed 

that the ISOP is perceived as a value-adding process from the perspective of 

the supplier, but as a value-enabling process from the perspective of the client. 

This assumption is based on the fact that IS outsourcing is commonly a part of 

the core business of supplier organisations, whereas it is commonly an 

alternative to in-house management of non-core work for client organisations. 

This research, however, indicates that there is no difference in the commitment 

of the client and IS supplier to the practice of the ISOP. The explanation relates 

to the characteristics of the IS part of the outsourcing engagement in case 

SysDev, described as a business critical IS enabling client core business. 

Consequently, the ISOP can be justified as a value-adding process from a client 

perspective. 

 

Other interesting topics for future research on IS outsourcing, emerging as a 

result of the present study, include investigating: 

 the practice of the ISOP by studying client–supplier interactions in more 

depth, 

 how value is co-created in IS outsourcing, and 

 how the co-production of value-adding outputs (partial results) and 

value-added result as well as the successful outcome of the ISOP require 

management on different levels. 

 

8.4 Concluding reflections: summing up my postgraduate journey 

To close this thesis I will take a less academic road. During my postgraduate 

journey I have gained experiences and insights of which some are worth reflec-

ting on as a summing up of this thesis.  

 

The first reflection concerns the role of a multiple actor perspective for understanding IS 

outsourcing success. This reflection includes that IS outsourcing success needs to 
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be understood from the point of view of the actors in the ISOP. Thus, in my 

opinion, the assessment of the ISOP in terms of outcome is too simplistic. The 

achievement of a successful outcome as perceived by client and supplier is in 

other words to a high degree dependent on a successfully practiced ISOP as 

perceived by different actors. This research indicates that actors may 

understand success differently and consequently have different ideas of how the 

ISOP should be practiced for achieving a successful outcome. From a 

management perspective, the awareness of the differences in how success is 

understood by different actors based on their work tasks and responsibilities 

creates opportunity for enabling management of IS outsourcing success. In 

other words managers of IS outsourcing should have the ability to focus and 

understand success from a multiple actor perspective.  

 

The second reflection concerns the role of IS outsourcing in balance. Basically, this 

means that it is important for a researcher to meet practitioners of IS out-

sourcing face-to-face in their ordinary premises and work environments. Not 

until then, I would say, does it become possible to gain a balanced and fair idea 

of IS outsourcing. The presumed risk of studying just one side of the relation-

ship is that the researcher is influenced by prejudices created as a result of not 

having a balanced view of the outsourcing engagement. From my own ex-

perience, I realise the value of travelling to the IS supplier’s captive centre in the 

Czech Republic, which enabled me to meet the Czech actors in their premises. 

Instead of relying on others’ opinions or stories read about IS outsourcing, I 

could now form my own understanding of the people and the work performed 

at the captive centre. Consequently, I had the possibility to create a balanced, 

symmetric view on IS outsourcing. 

 

The third reflection concerns the role of relationships in IS outsourcing. The role of 

actors’ relationships for achieving desired benefits from IS outsourcing has 

gained increased attention in recent years. When I started this postgraduate 

journey, research on IS outsourcing from a relationship perspective was scarce. 

This was something of a paradox as IS outsourcing involves at least two actors; 

the client and the supplier. As a result of actors’ relationships having gained 

more interest, the importance of the client–supplier relationship for receiving 

benefits from IS outsourcing is put on the agenda, both by researchers and 

practitioners. As a researcher I would describe myself as being part of the 

research community that assumes that IS outsourcing success is best under-

stood using a relationship perspective. As a result of this research, I realise the 
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important role that individuals play in IS outsourcing, and I would even argue 

that human-oriented aspects play a more crucial role than technology-oriented 

aspects. Or, perhaps better put, while the technically oriented aspects of IS 

outsourcing constitute the preconditions of IS outsourcing, the human aspects 

are required to make it work. I therefore argue that IS outsourcing relationships 

have a fundamental role in the development and delivery of products and 

services across organisational boundaries as well as for the achievement of 

desired business objectives. Based on this, I further argue that managers have a 

pivotal role in building and maintaining relationships across organisational 

boundaries for enabling IS outsourcing engagements of value. Consequently, 

what managers of IS outsourcing will have to struggle with today, tomorrow, 

and in the future, is, in my opinion, related to the relational-oriented side of IS 

outsourcing. 
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Appendix A: List of symbols and notation 

 

Symbol25 Explanation of symbol 

 

 
 

A process is a repetitive activity that can be cross functional and 
measurable. A process performs some kind of task or work. 

 

 
 

An activity is a planned event within a process. An activity is always 
performed by a designated role or actor. All activities have an input and 
they always produce an output. 

 

 

 
 

A project is used to show a specific non-recurrent activity. A project has a 
defined beginning and a defined ending with measurable targets and goals 
within time and budget. 

 

 

 
 

A business object is a resource or a refinement in the form of a concrete 
real world object or an abstract thought such as information or board 
decision. 

 

 
 

A gateway is an object used when an activity is succeeded by two or more 
activities. The or gateway is used when only one activity among multiple 
choices is to be performed. 

 

 
 

Target expresses a future desirable state. 

 

 
 

A role is an abstract composition of competence profiles, originating from 
the process need. The role-symbol is used to represent the actors 
(individuals, professional positions, and roles). 

 

 

 

 

                                                 
25

 The appendix is based on the symbols in the 2c8 Modeling Tool. 



 410 

Symbol Explanation of symbol 

 

 
 

An organisation is a unit used to specify a concrete organisation or 
department with defined goals, resources and targets.  

 

 
 

An application is an information systems or other technology supporting a 
process or activity or constituting partial result or the result of a process. 

 

 
 

Documentation is instructions and other information supporting a 
process or activity. 

 

 
 

Risk is the symbol for general or specific risks and challenges in a process 
or activity.  

 

 
 

The indicator is the symbol used for performance indicator, indicates 
performance of phase/process. 

 

 
 

The arrow flow is used to describe the flow and is drawn from business 
objects to a process or activity and from process/activity to a result. 

 

 
 

The arrow handles is used to describe that a given organisation/role 
handles, performs a given process/activity.  

 

 
 

The arrow controls is used to describe that a given organisation, business 
object, documentation controls/restrains the performance of an 
activity/phase/process. 

 

 
 

The arrow supports is used to describe that an application, documentation, 
business object supports the performance of an activity/phase/process. 
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Example of notation Explanation 

 

 

The example illustrates that a role 

performs the activity with support of an 

application and documentation. The 

performance is controlled and/or 

restrained by a business object. The 

performance contributes a result for a 

specific receiver which in the example 

is constituted by an organisation.  

 

Symbols that represent that 

someone/something performs or 

supports are situated below 

activity/phase/process whereas 

symbols that control or restrain the 

performance are situated above 

activity/phase/process. The flow is 

read in the direction of the arrow flow, 

which generally indicates from left to 

right. 
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Appendix B: Dimensional interrelations in The IS OUT 
Framework  

 

Potential dimensional interrelations in The IS OUT Framework (to be continued) 
(Bergkvist, 2008, pp. 220-223) (introduced in Section 2.1.1) 

Dimensional 

interrelation 

 

Descriptions 

1. Atmosphere 

– Behaviour 

Behavioural conditions such as cultural understanding, investments and 

personal visits contribute to the creation and maintenance of trustworthy 

client–IS supplier relationships. Established trust contributes to a high 

degree of knowledge sharing. 

2. Atmosphere 

– Contract 

Contract conformity is one way of positively influencing the establishment 

and maintenance of trust. 

3. Atmosphere 

– Environment 

High degree of cultural compatibility such as closeness of behaviour 

patterns, values and norms, positively influence the atmosphere of the 

client–IS supplier relationship. Furthermore, when cultural compatibility is 

high the problems related to the culture diminish.  

4. Atmosphere 

– Interaction 

A communicative client–IS supplier relationship increases the possibility of 

forming a relationship recognized by conditions such as coordination and 

knowledge sharing. 

Of the exchange episodes, it is especially the social exchanges that 

contribute to an atmosphere recognised by trust, commitment and long-

term relationships. The degree of institutionalisation of operations and 

adaptation of social relations further influences the long-term relationship. 

Effective communication and exchanges, leading to satisfactory outcomes, 

together with the undertaking of complementary activities, form the 

cooperation element of the atmosphere. Exchange episodes and long-term 

exchange experiences contribute to the evolvement of the atmosphere. 

5. Atmosphere 
– Management 

The management strategy should, for example, include descriptions for 

managing conflicts and retaining control. Management fit between client 

and IS supplier contributes to shared approaches for performance of 

activities. Shared values and mutual dependency lead to a win-win 

mentality. The style of management used is important to prevent 

miscommunication, promote trust and overcome challenges of cultural 

diversity. Moreover, style of management is connected to the actual size of 

the firm. 
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(continuation) Potential dimensional interrelations in The IS OUT Framework (to be 
continued) (Bergkvist, 2008, pp. 220-223) 

Dimensional 

interrelation 

 

Descriptions 

6. Atmosphere 

– Outcome 

The relationship quality is influenced by several conditions during the 

ISOP. The condition benefit and risk sharing are influential to the degree 

of successful outcome of the ISOP. Benefit and risk sharing concern the 

degree of articulation and agreement on benefit and risk among the key 

actors. The degree of outcome satisfaction of the relationship does not 

only concern stipulations of the contract but also includes the experienced 

contributions of the specific client–IS supplier relationship, such as degree 

of trust and commitment. Trust can be evaluated by performance of 

obligations and commitments, perceived benefits, outcome satisfaction and 

motivation to continue the relationship. 

7. Behaviour – 

Organisation 

The flexibility and agility of a firm do not only concern technical issues but 

also the individuals performing the business activities. The key actors are 

responsible for the firm’s quick adaptation to changing requirements. 

8. Contract – 

Environment 

The contract must consider environmental aspects, such as evolution of 

technical infrastructure, market structure, geographical location of key 

actors and emergence of new competitive firms, and should therefore have 

flexibility built-in. 

9. Contract – 

Interaction 

The contract specifies the exchange episodes that need to be present to 

reach the expected outcomes formulated by the involved key actors. The 

aim of the contract is to facilitate exchange episodes to achieve better 

performance. 

10. Contract – 

IS 

The decision to formulate a complete or an incomplete contract is 

influenced by the specific IS activity outsourced. 

11. Contract – 

Management 

The contract should regard the firms’ different strategies and involved 

managers’ need to make sure that the IS outsourcing strategy contributes 

to the firm’s strategies. The management strategy partly builds on the 

stipulated agreements in the contract. The complexity of the outsourced IS 

activity partly influences the strategy of management. 

12. Contract – 

Outcome 

Both key actors’ expectations and performance instructions/restrictions are 

included in the contract. The outcome should result in satisfied key actors 

through the fulfilment of expectations and performance metrics. 

13. 

Environment – 

Interaction 

Environmental aspects, such as market structure, market dynamism, 

market internalisation, social system, and technical infrastructure influence 

the interaction process and present exchange episodes. 
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(continuation) Potential dimensional interrelations in The IS OUT Framework (to be 
continued) (Bergkvist, 2008, pp. 220-223) 

Dimensional 

interrelation 

 

Descriptions 

14. Environment 

– IS 

The IS activity to be outsourced should be carefully evaluated in terms of 

the geographical distance between client and IS supplier. The more distant 

the key actors are, the more structured the outsourced IS activity should 

be and the more significant the use of a common IS life cycle approach 

becomes. Furthermore, it is recommended that IS activities outsourced to 

an offshore IS supplier should be culturally neutral, that is, less dependent 

on cross-cultural understanding.  

15. Environment 

– Management 

The more geographically dispersed the key actors in the inter-

organisational business relationship are, the more difficult the task of 

management becomes. To increase the success of management, an overall 

management strategy should be applied. Different cultures and 

technological uncertainty influence the degree of required management of 

control mechanisms, coordination and conflict management.  

16. Environment 

– Organisation 

The condition of organisational flexibility contributes positively to the 

management of cultural differences.  

17. Interaction – 

IS 

The more communicative the relationship, the easier the performance of 

IS activities, and in particular unstructured and complex IS activities. 

18. Interaction – 

Management 

Communication is significant and makes it possible to influence, and most 

importantly, negotiate across organisational boundaries, within both the 

client and the IS supplier firm. Management influences the intensity of 

communication, such as communication frequency, informality and 

openness. Inconsistency of interaction is furthermore found to be one of 

the most difficult aspects of interaction to manage. 

19. IS – 

Management 

Control of the ISOP is one way to improve performance of IS activities in 

relation to certain firm goals and strategies. The more unstructured the 

outsourced IS activity is, the higher is the required degree of process 

control of the ISOP. Irrespective of the degree of structure of the IS 

activity outsourced, the management strategy needs to be adjusted to the 

specific outsourced IS activity. 

20. IS – 

Organisation 

IS facilitates the realization of the business activities. If the firm’s goal is to 

be flexible and meet the demands of an agile approach, the IS 

infrastructure has to be adjusted to these requirements. The appropriate 

selection of ISD strategy and frameworks, for example, can facilitate the 

fulfilment of these requirements. 
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(continuation) Potential dimensional interrelations in The IS OUT Framework 
(Bergkvist, 2008, pp. 220-223) 

Dimensional 

interrelation 

 

Descriptions 

21. Outcome – 

Management 

Variables of measurement stipulated in the contract constitute guidelines 

of management. Transaction costs, as a result of the relationship 

management, must meet expectations to fulfil the requirements of 

satisfaction. Hidden management costs need therefore to be considered in 

the contract.  

22. Organisation 

– Outcome 

The relationship quality is influenced by the organisational degree of 

flexibility during the ISOP. Organisational flexibility concerns, for 

example, the degree of willingness to make adaptations when something 

unpredictable occurs. 

 

 

The identified interrelations among dimensions included in The IS OUT 

Framework are graphically represented in the figure below.  

 

 

Graphical representation of interrelations among dimensions identified as a result of the 

licentiate study (introduced in Section 2.1.1) 
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Appendix C: Interview guide 

 

 Information about the interview 

Date:      Meeting nr:  1  2 

Time (start):     Time (final):     

Interview location:          

 

Information about the respondent 

Title in dissertation:          

First name:      Surname:     

Title in project:     E-mail:      

Title/Position in firm:          

Firm:       Unit:      

Was contacted via:        

 

Interview material 

Recorded (Y/N):    Filename:     

Other data:           

(such as notes, sketches) 

Transcribed (date):          

Meeting/workshop (date):         

(such as follow-up discussions, the reporting of data) 

Review comments on empirical descriptions received (date):    

Comments/notes from the interview:       
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1) The phenomenon of IS outsourcing and transfer details 

 Can you tell me a little about yourself and your background in relation to 

outsourcing/experiences from outsourcing 

 How would you describe what outsourcing means?  

 How would you describe outsourcing based on this case?  

 What is your title/role in the firm and during the transfer? 

 What are your main responsibility areas and main work tasks? 

 

The IS outsourcing process 

2) The transfer and subsequent operational work (show figure Phases) 

 Can you tell me about the transfer  

 Can you as detailed as possible describe your role during the transfer  

 How was your work affected by outsourcing? 

 What have you learnt from the transfer? 

3) The characteristics of the individual actor (firm) 

 What reasons governed the outsourcing decision?  

4) The contract/agreement/project specification 

 What was it that formally guided/governed the transfer?  

 What role did this formal document have during the transfer?  

5) The outsourced information systems  

 How would you describe that the outsourced system influenced the practice 

of the transfer?  

6) Leadership  

 Can you describe the role of leadership during the transfer  

 What were the project manager's primary tasks during the transfer?  



 How would you describe the role of project management during the 

transfer?  

7) Outsourcing relationship (show figure Outsourcing relationship) 

 Can you specify/outline your relationship with the client/supplier during 

the transfer  

 How would you describe the process of interaction with client/supplier 

during the transfer?   

 What conditions influenced the interactions, both within the firm and with 

client/supplier?  

 What makes an outsourcing relationship successful in your opinion?  

 How would you describe the cooperation with the client/supplier during 

the transfer? (Strengths/Weaknesses)  

 Did the outsourcing relationship mature during the transfer and if so, how?  

 How would you describe the relationship with the client/supplier today? 

8) Behaviour of the individual actor  

 How did you (do you)/project team contribute to creating a long-term 

relationship with client/supplier?  

9) Critical success conditions  

 What were the critical success conditions for the transfer? In what way were 

these success conditions experienced as critical?  

 What problems arose during the transfer? How were these problems 

managed?  

10) Outcome  

 What criteria should be fulfilled for the transfer to be regarded as 

successful?  

 How do you assess the transfer outcome? Successful/unsuccessful?  
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11) Environment  

 What conditions in the surroundings influenced the transfer and in what 

way?  

 What conditions in the surroundings influenced cooperation with the 

client/supplier during the transfer and in what way? 

12) Concluding questions  

 Image that you should be my mentor for an outsourcing arrangement, what 

advice would you give me on obtaining a successful outcome and what 

advice would you give me on what I should try to avoid? 

 Is it, in conclusion, anything you want to add to the discussion?  

 Do you recommend me to interview someone who has extensive 

knowledge of the transfer?  

 Is it okay if I come back to you with additional questions?  

 Would you like to attend a workshop where we discuss some of the results 

from the case study?  

 I would like you to participate in the process of reviewing the material and 

therefore I would like you to read through my description of this interview.  
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Appendix D: Illustration of the IS outsourcing process in case 

SysDev 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

llustration of the evaluation phase in case SysDev (described in section 5.1.3) 
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Illustration of the negotiation phase in case SysDev (described in section 5.1.3) 
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Illustration of the transition phase in case SysDev (described in section 5.1.3) 
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Illustration of the middle phase performed as a project including two sprints (described in 

section 5.1.3) 
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Information Systems Outsourcing

This research points to the importance of successful practice and outcome in 
information systems (IS) outsourcing for achieving engagements of value for 
both client and supplier. To enhance the understanding of IS outsourcing over 
time, a process perspective is applied. Further, this research adopts a relationship 
perspective embracing a symmetric view on client and supplier.

The purpose of the present study includes investigating how the management 
of successful practice and outcome in IS outsourcing can be enabled. The IS 
outsourcing process is studied in a client–supplier relationship where different 
actor perspectives are considered for a better understanding of the practice and 
challenges in IS outsourcing.

The main contribution is a framework for relational-oriented management of 
IS outsourcing, which provides the structure for understanding what needs 
to be managed in terms of key conditions, when and how in con nection to 
actors, relationships, and process. Theoretical propositions, enhancing the 
understanding of the complexity of IS outsourcing as well as the number of 
challenges involved, are also presented. In brief, these propositions relate to the 
circumstance that IS outsourcing requires management on different levels and 
with different kinds of results in mind.
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