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Structure: 
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Objective:  

•  A theoretical framework for understanding and gaining overview of 
which practices that are applied by the case company (client) to ensure 
and improve outsourcing performance 

•  A discussion in light of experience from subsequent actions 

 

Presentation Stucture and Objectives 
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•  Much normative literature about outsourcing, but it remains a challenge to 
achieve success at the operational level (Willcocks & Lacity, 2006).  

•  This is, among other reasons, because it takes a tremendous amount of 
detailed management to ensure a successful outsourcing relationship 
(Lacity & Willcocks, 2006; Rustagi et al., 2008).  

•  Prior research suggests that managing the outsourcing effort on a daily 
basis represents the largest category of hidden costs (Barthélemy, 2001). 

•  But in general, the practicalities and required relationship management, 
particularly with regard to a cooperative, offshore outsourcing setup, are 
not yet well understood (Beck et al., 2008; King & Torkzadeh, 2008).  

 

Introduction: Motivation and Question 

Which practicalities and relationship management practices 
are key for ensuring the effectiveness of a cooperative, 

offshore outsourcing setup at the operational level? 
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•  A major Danish organization 
•  5 years of operational experience with a cooperative outsourcing strategy 

implemented as an ‘Offshore Development Center’ (ODC) in India  
•  500+ Indians employed by an Indian service provider are ‘hired’ from the Indian 

company into the ODC 
•  The Indians are considered a pool of resources, just like other IT employees in 

the CaseCompany  
•  The contract: timely delivery of skilled personnel and billable hours rather than 

IT products or services  
•  80% of the ODC resources are allocated to system mgmt., 20% work on 

development projects  
•  Many ODC resources are allocated to tasks onsite (approx. 20% are onsite) 
•  A small group of Danes are posted in India to oversee the daily operations  

 

Case: Outsourcing Setup Characteristics  

Activities are jointly 
performed by 

provider and client 
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•  Case study research of an interpretive, explorative and 
engaged nature 

•  Data collection 
•  A 3-week field study in India (March 2009) 

•  Interviews with Danish LO’s, and with 3 groups (development, system mgt., system 
mgt. & development) – 18 interviews in total 

•  Follow-up observations  
•  Collection of documents 

•   Follow-up research activities in Denmark 
•  Interviews, discussion of interpretations and results  

•  Data analysis 
•  Preliminary/explorative analysis to identify relevant focus, research 

question and analysis categories 
•  Second round of analysis to develop (theory-inspired) categories that 

capture the nuances of the case 
•  Third round of analysis (coming up;-) 

Research Approach 
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•  Many managerial and administrative practices were needed 
•  Many process improvement initiatives were carried out in parallel   
•  Two different discourses at play 

•  Provide support 
•  To put the ODC resources in a position to get the job done 
•  View: Colleagues with equal status, needs, and rights and as a part of the company  

•  Conduct management control and follow-up 
•  If the job was getting done (on time, right quality, etc.) 
•  View: Costs/consultants, i.e. from outside the company 
•  Some distrust due to (perceived) differences in the Danes and Indians’ performance  

•  Preliminary conclusion: An overview of the portfolio of key practices, and 
their intended effect is relevant to understand the type of outsourcing 
setup from a relationship management / performance perspective 

 

Preliminary Findings 



7 

 We draw on two theories that have different assumptions 
about what it takes to ensure and improve performance:  

•  Relationship theory 
•  Assumption: a trust-based relationship, much interaction, and 

genuine co-operation creates high performance; ”friends” 
•  The more, the better 

•  Control theory 
•  Assumption: control mechanisms (output, behavior, input) should fit 

the task between ”business persons” 
•  There is no need to spend time and money on unnecessary 

relationship building activities 

 

Theoretical Ideas and Concepts 
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Theoretical Framework 

 
Roles and Conditions 

(Theoretical assumptions) 

 
Relationship management strategies 

(Intended effect) 

 
Business Friend: Suitable when 

much interaction and cooperation is 
needed 

 

 
Develop-a-friend 

 
Select-a-friend 

 
Business Person: Suitable when 

goals can be measured and/or the task 
is well-understood 

 

 
Control-a-person 

 
Control-of-output 
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Strategies and Key Practices 
Relationship management strategies and Key practices 

Develop-a-Friend 
•  3-week introductory training program for all ODC resources 
•  Decisions about who, when, and for how long ODC resources 

should go onsite 
•  Onsite placement of ODC resources for knowledge transfer (select 

phases for development projects and during start up of system mgt. 
areas) 

•  Use of ODC resources as onsite coordinators 
•  Practical arrangements: visa, accommodation, IT, key cards, etc. 
•  (onsite) Introduction and integration  
•  (onsite) Settlement phone call process (ODC to resource) 
•  Formalized communication and meeting structures for development 

projects 

Select-a-Friend 
•  Interviews of all 

candidates for check of 
‘cultural fit’ 

•  Formalized process for 
allocation of ODC re-
sources to new 
projects and system 
mgt. areas  

Control-a-Person  
•  Formalized process for transitioning a system mgt. area to ODC 
•  Formalized process for handling and prioritizing defects and change 

requests for system mgt. ar-eas 
•  Formalized process and meeting structure for joint estimation and 

mgt. follow-up on estimates  
•  Formalized process and meeting structure for detailed mgt. follow-

up on progress 
•  Individual performance measurement and oral mgt. feedback 
•  Mgt. follow-up to avoid idle time and ensure proper time registration 
•  Evaluation phone call process (ODC to Danish manager of onsite 

resources) 

Control-of-Output  
•  Detailed follow-up on 

agreements with 
Indian company (on 
resource requests and 
reported billable hours) 
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•  All four strategies are in use in the following way:  
•  Select-a-Friend: Much effort is put into screening, selecting, and staffing to ensure 

‘cultural fit’.   
•  Develop-a-Friend: Training, onsite allocation, and formalized processes that prescribe 

increased communication on development projects are used to align the ODC resources’ 
ways of thinking and working with the rest of the organization’s.  

•  Control-a-Person: Formalized processes that reduce the need for interaction with 
regard to system mgt., increase communication about estimates and progress on 
development projects, and follow-up on the ODC resources’ use of time. The explicit aim 
is to increase performance.     

•  Control-of-Output: Detailed check of resource requests and reported billable hours is 
conducted to make sure that the overall goal of a cost-saving and scalable work-force is 
met, thereby also ensuring continuous top management support for the outsourcing 
setup. 

•  The framework helps us understand the intended effect of the applied key 
practices as seen from the client side, gain an overview of the portfolio of 
practices, and reflect upon the alignment between the chosen outsourcing setup 
and the identified portfolio of practices.   

 

Conclusion 
Which practicalities and relationship management practices are key for ensuring the 
effectiveness of a cooperative, offshore outsourcing setup at the operational level? 
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Relationship Management in action 
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Danske Bank’s IT Outsourcing – at a 
glance 
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Interim Manager: 
!  Manage 25 ODC people 
!  Staffing, Hiring, Expanding 
!  Improving Cooperation 
!  Performance & Transition 
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Setting the Scene 
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•  Geographical Distance 
•  Unfamiliarity with distributed work 
•  Difficulties using collaboration software 
•  Technical challenges & Lack of availability 

•  Cultural Difference 
•  Hierarchy / Power Distance 
•  Assertiveness (High-Context vs. Low-context communication) 
•  Relationship Focus vs. Deal Focus 
•  Monochronic vs. Polychronic Time 

•  Processes 
•  Maturity 
•  Purpose 

The Key Challenges 
Which practicalities and relationship management practices are key for ensuring the 
effectiveness of a cooperative, offshore outsourcing setup at the operational level? 
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Develop-a-friendship! 

•  We are developing a mutual relation,  
where both parties will change over time 

 
What are the characteristics of a friendship? 

•  Trust 
•  Respect 
•  Benevolence 
•  Mutual Understanding 
 

Interaction is Key!! 
 

What is the solution? 
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Day-to-Day Interaction 
•  Formalized Task Handover Meetings 
•  Standing Video / TelePresence / eMeetings 
•  Shared Desktops, Chat and Phone Meetings 
•  Status Meetings 

 
Supporting Practices 

•  Onsite Rotation 
•  Management Communication 
•  Cultural Training 
•  ”Holding hands”, supporting DK employees 
•  Supporting Offshore Initiatives 
•  Decision Making Collaboration 
•  Joint Induction Programme 
•  Team Health Check 

Key Practices 

Target: 
!  Trust 
!  Respect 
!  Benevolence 
!  Mutual Understanding 
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Control-a-Person 
•  Formalized Quarterly Performance Evaluations 
•  Performance Improvement Process 
•  Task and Performance Evaluation 
•  Formalized Task Management Process & Development Model 

 
Control-of-Output 

•  Formalized Task Management Process & Development Model 
•  Cost-Benefit Analysis 
•  Status Reporting 
•  Reviewing 

 

Control Mechanisms 
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Conclusions: 
•  A certain level of control that proves work is done as expected 

is an enabler for trust 
•  Our ODC associates has a positive view on these control 

mechanisms, as they: 
•  Highlights good performance to their employer 
•  Gives them regular feedback on their own performance 

•  There is a fine line between measurements and surveillance 
and the latter is certainly not a friendship enabler. This means 
that: 
•  Control mechanisms must me publicly known 
•  The ODC team must be well informed of the reason for the controls 
•  The outcome must predominantly be used in a constructive manner 

Friendship & Control – how does that work? 
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Thank You for Your Attention 
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