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CHAPTER 2   LITERATURE REVIEW 

2.1  INTRODUCTION 

 

This research was conducted to determine how an effective leader influences the success of 

an offshore IT project rather than the other success factors in a project, and the key 

characteristics of an effective leader that contribute to the offshore project’s success. The 

prevailing literature in this area of the study is thoroughly analyzed and discussed in this 

chapter. The reader can broaden his or her knowledge on the concepts of abstraction and 

reflective practice. The facts and theories extracted from past literature are used to identify 

the key leadership styles, theories, leadership practices and characteristics of a leader and the 

success of an offshore IT project. Moreover, it also serves to identify the concepts and 

parameters of this research in building the conceptual framework to identify the concepts, 

parameters and hypotheses for this research. 

 

Section 2.1 mainly focuses on measuring the success of an IT project in the offshore IT 

industry. The readers can understand the boundaries of an IT project that should be achieved 

in order to make a success. Furthermore, this section also highlights the chosen model to 

measure the project success with the identification of the dependent and independent 

variables of the research. Section 2.2 discusses the concept of project leadership and project 

management. How these two concepts are linked together in the offshore IT industry.   

 

Section 2.3 discusses the relationship between a leader and the performance of the 

follower(s). This mainly serves to find out the correlation between a good leader and a 

successful team. Section 2.4 illustrates the relationship between the leadership in different 

cultures. This will give an idea to the reader, about the leadership in offshore IT companies 

with different countries and cultures involved. 

 

Section 2.5 discusses the different styles of leadership that are practiced globally. This will 

give an idea to the reader on the differences among various leadership styles.  
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Section 2.6 finally discusses the selected leadership styles that are employed in the offshore 

IT industry in the globe. This is mainly to identify the key characteristics of the leaders, as 

independent variables in this research. 

 

2.2 MEASURING SUCCESS OF AN IT PROJECT  

  

This section of the literature presents how to measure the success of an IT project from the 

perspective of past researches on project success. Past researches identifications serves as a 

good alternative in identifying the variables contributing to the success of an IT project. 

These findings will be a good foundation for this research. 

 

According to Latendresse and Chen [5], an Information technology project is commonly 

acknowledged as successful when it is completed on time, within the allocated budget, and in 

accordance with specifications and to the stakeholders’ satisfaction. “Fitness for Purpose” for 

occupiers has also been used as measures of project success. DeLone,W.H. & McLean 

define[6] project success as “having results much better than expected or normally observed 

in terms of cost, schedule, quality, safety, and participant satisfaction.” Regarding IT 

projects, success can be defined as the degree to which project goals and expectations are 

met. In the segments below identify the characteristics of offshore IT project success.  

 

Components for the project success 

 

Baccarini [7] defines project success as “consisting of two separate components, namely 

project management success and project product success”. Baccarini [7] distinguishes the 

two separate components as follows:  
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Project management success  

 

This focuses on the project management process and in particular on the successful 

completion of the project with regards to cost, time and quality. These three dimensions 

indicate the degree of the “efficiency of project execution” as defined by Pinkerton [8].  After 

studying many dimensions of project management success the study has concluded that 

Information Technology project management success is mainly focused on the time, budget, 

scope and the quality of the end product.  Illustration 2.1 below shows the main boundaries 

of a project that need to be attained in order to complete a successful IT projects. 

 

 

Figure 2.1: Project management success - extended traditional view 
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Project product success 

 

This focuses on the effects of the project’s end-product. Although project product success is 

distinguishable from project management success, the successful outcomes of both are 

inseparably linked. “If the venture is not a success, neither is the project” as defined by 

Pinkerton [8].  Although outcomes of project management success and project product 

success are inseparably linked, the causal relationship between them is weak. For example, 

by being over time and, or budget, projects can be deemed project management failures but 

the resulting product can be a success. There is a need to incorporate a product related 

dimension into the project management success model to provide a more inclusive model of 

project success. The next section investigates the possibility of using the DeLone and 

McLean [6] Information Success model to present the product success aspect of project 

success. 

 

DeLone and McLean Project success model  

 

The DeLone and McLean model [6] is an important contribution to the literature on IS 

success measurement as it was the first study to impose some order in IS researchers’ choices 

of success measures. The DeLone and McLean model has four aspects which make it 

appropriate for incorporation into a project success model:  

 

• Simplicity 

• Acceptability 

• Similarity of intention 

• Reusability  

  

A project success model which includes the DeLone and McLean model, not only inherits 

the four abovementioned aspects; it also allows reuse of the effort and research contributions 

of their model. This may be expected to accelerate the development of a dependent variable 

to measure software project success. For example, the measuring instruments developed for 
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the DeLone and McLean success dimensions can be reused for the measuring of project 

success. 

 

Ten years after the original model was published, DeLone and McLean published an updated 

model (see figure 2.2). In a recent article DeLone and McLean [6] state that their original 

model is a temporal, process model. The temporal aspect of this model implies that a system 

is first created, and then experienced, and lastly it has organizational impacts. As shown in 

figure 2.2, the created system contains various features and exhibits various degrees of 

system and information quality. Next, the experiences of users and managers using these 

features are either satisfactory or not. The use of the system and its information collectively 

impacts and influences the project which results in organizational impacts. 

 

 

Figure 2.2: Extended the DeLone and McLean’s IS Success Model 

 

Extending the DeLone and McLean model as enabled by these temporal and process aspects, 

an IS product is created as a deliverable of a project management process. Therefore the 

project management success model (see figure 2.3) is added to the left side of the DeLone 

and McLean model in the system created compartment. This provides a temporal process 

view of the full life cycle of an Information System and this begins to present the dimensions 

of project success. 
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Figure 2.3 Adding project management successes to the DeLone and McLean success model 

 

The above literature about Project success has incorporated the traditional definitions of 

project success into the DeLone and McLean model of Information System Success. This 

more comprehensive model incorporates both the project management success and project 

product success components of project success.  

 

The model provides the basis to identify the dependent variables for project success. To 

prevent further complexity with regards to more variables, the differences in the perceptions 

of stakeholders and different system types are not incorporated. The model attempts to walk 

the fine line between simplicity and complexity, and usefulness and comprehensiveness. 

After looking at all these factors, measuring software project success is not an easy task. This 

study has narrowed down the above mentioned area to the highlighted part below of 

measuring project success.  
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Therefore, the study mainly focuses on the project management success and measuring how 

the leader’s characteristics can influence the Project Management Success in the offshore IT 

companies in Sri Lanka. 

 

 

2.3  LEADERSHIP AND PROJECT MANAGEMENT   

 

 

Conceptually, leadership and management theories have antithetical premises. But 

principally, they are inextricably linked. According to the Bryman theory [9], it explains how 

someone cannot be a good leader without some essential management skills. Conversely, an 

aspiring project manager will not succeed without the necessary leadership ability. Project 

managers must develop a sense of mission by effectively measuring how each project 

contributes to the goals and objectives of the organization. Additionally, project managers 

must also learn to control the bottom line when leading a complex project. In general, good 

managers tend to be good leaders, but good leaders are not always good managers. 

 

Management and leadership are both integral to the offshore IT companies. Leadership 

complements management, it does not replace it. An organization should have a solid 

balance of management and leadership skills to reach project success in the organization. 

 Businesses would spin out of control without good management.  In fact many managers are 

successful today and preside over thriving organizations. However, the difference between 

being merely successful and reaching one's greatest potential is staggering and leadership 

makes up the difference. 

 

2.4  LEADERSHIP AND TEAM PERFORMANCE 

  

Studies have shown that effective leadership is necessary for effective team development 

[10]. An assumption underpinning the work presented is that any senior manager who can 

become more effective at developing high performing teams within their organization will 

directly contribute to an increase in the organization’s productivity. Since offshore IT 

companies mainly depend on the successful teams it is vital to have strong leaders and 



14 

 

followers within the company. For improving team performance, a leader should enhance 

team knowledge and encourage greater team cohesiveness. A good leader-follower 

relationship is very critical in increasing team performance in the IT industry. 

 

2.5  CULTURAL DIFFERENCES IN LEADERSHIP  

  

After looking into several reviews of leadership, research reveals a constant debate among 

theorists as to what extent leadership is actually culturally contingent. As Dorfman [11] says 

“at first glance it might seem obvious that leadership processors do reflect the vast 

differences found among cultures. Ample evidence points to cultural differences in values, 

beliefs, traits and decisions styles that are constant with different leadership practices.”  As 

Bass [12] defines in his research, "although internationalization proceeds apace as we 

become a unified global economy, cultural and national differences continue to have a 

strong effect on leader-follower relationships. The values, believes, norms and ideas that are 

embedded in cultural affect the relationship behavior, goals and strategies of organizations.”  

 

It has become almost axiomatic for researchers to argue that the kind of leadership attempted 

and the level of leadership success will depend on the congruence between cultural values 

and leadership processes. With the exception of a few indigenous non-western research 

studies in a few select countries, little scientific work on leadership exists, especially in the 

third world. While several theories and models and their respective measurement instruments 

have been developed and used to measure leadership behaviors, the controversy about 

validity and availability of leadership theories and instruments across cultures makes a strong 

case for developing new models of leadership outside the western context. 

 

As indicated in past studies, cultural differences will affect the offshore IT project leadership 

since offshore IT industry is a combination of multiple cultures. Currently, no reference 

study available about Sri Lanka and the cultural differences in leading the projects in 

offshore IT companies. This research will also help to find out the affect with the cultures in 

managing teams in the offshore IT industry in Sri Lanka.   
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2. 6 DIFFERENT STYLES OF LEADERSHIP 

  

Whether you are managing a team at work, captaining your sports team or leading a major 

corporation, your leadership style is crucial to your success. Consciously, or subconsciously, 

you will no doubt use some of the leadership styles featured below, at least some of the time. 

By understanding these leadership styles and their impact, you can become a more flexible, 

better leader. Below are the main leadership styles that are common practice among all 

industries. 

2.6.1 Autocratic Leadership 

Autocratic leadership is an extreme form of transactional leadership, where a leader exerts 

high levels of power over his or her employees or team members. People within the team are 

given few opportunities for making suggestions, even if these would be in the team's or 

organizations best interest. Many people resent being treated like this. Because of this, 

autocratic leadership often leads to high levels of absenteeism and staff turnover. Also, the 

team's output does not benefit from the creativity and experience of all team members, so 

many of the benefits of teamwork are lost.  

For some routine and unskilled jobs, however, this style can remain effective, where the 

advantages of control outweigh the disadvantages.  

2. 6.2 Bureaucratic Leadership 

Bureaucratic leaders work “by the book”, ensuring that their staff follow procedures exactly. 

This is a very appropriate style for work involving serious safety risks (such as working with 

machinery, with toxic substances or at heights) or where large sums of money are involved 

(such as cash-handling). 

In other situations, the inflexibility and high levels of control exerted can demoralize staff, 

and can diminish the organization's ability to react to changing external circumstances. 
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2.6.3 Charismatic Leadership 

A charismatic leadership style can appear similar to a transformational leadership style, in 

that the leader injects huge doses of enthusiasm into his or her team, and is very energetic in 

driving others forward.  

However, charismatic leaders can tend to believe more in themselves than in their teams. 

This can create a risk to the project, or even to an entire organization, thereby risking a 

probable collapse if the leader were to leave: in the eyes of their followers, success is tied up 

with the presence of the charismatic leader. As such, charismatic leadership carries great 

responsibility, and demands long-term commitment from the leader. 

2. 6.4 Democratic Leadership or Participative Leadership 

Although a democratic leader will make the final decision, he or she invites other members 

of the team to contribute to the decision-making process. This not only increases job 

satisfaction by involving employees or team members in what is going on, but it also helps to 

develop people’s skills. Employees and team members feel in control of their own destiny, 

and so are motivated to work hard by more than just a financial reward. 

As participation takes time, this style can lead to things happening more slowly than an 

autocratic approach, but often the end result is better. It can be most suitable where team 

working is essential, and where quality is more important than speed to market or 

productivity. 

2. 6.5 Laissez-Faire Leadership 

This French phrase means “leave it be” and is used to describe a leader who leaves his or her 

colleagues to get on with their work. It can be effective if the leader monitors what is being 

achieved and communicates this back to his or her team regularly. Most often, laissez-faire 

leadership works for teams in which the individuals are very experienced and skilled self-

starters. Unfortunately, it can also refer to situations where managers are not exerting 

sufficient control. 
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2. 6.6 People-Oriented Leadership or Relations-Oriented Leadership 

This style of leadership is the opposite of task-oriented leadership: the leader is totally 

focused on organizing, supporting and developing the people in the leader’s team. A 

participative style, it tends to lead to good teamwork and creative collaboration. However, 

taken to extremes, it can result in failure to achieve the team's goals. 

In practice, most leaders use both task-oriented and people-oriented styles of leadership.   

2. 6.7 Servant Leadership 

This term, coined by Robert Greenleaf in the 1970s, describes a leader who is often not 

formally recognized as such. When someone, at any level within an organization, leads 

simply by virtue of meeting the needs of his or her team, he or she is described as a “servant 

leader”. 

In many ways, servant leadership is a form of democratic leadership, as the whole team tends 

to be involved in decision-making. 

Supporters of the servant leadership model suggest it is an important way ahead in a world 

where values are increasingly important, and in which servant leaders achieve power on the 

basis of their values and ideals. Others believe that in competitive leadership situations, 

people practicing servant leadership can find themselves "left behind" by leaders using other 

leadership styles. 

2. 6.8 Task-Oriented Leadership 

A highly task-oriented leader focuses only on getting the job done, and can be quite 

autocratic. He or she will actively define the work and the roles required, put structures in 

place, plan, organize and monitor. However, as task-oriented leaders spare little thought for 

the well-being of their teams, this approach can suffer many of the flaws of autocratic 

leadership, with difficulties in motivating and retaining staff. Task-oriented leaders can 

benefit from an understanding of the Blake-Mouton Managerial Grid, which can help them 

identify specific areas for development that will help them involve people more. 
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2. 6.9 Transactional Leadership 

This style of leadership starts with the premise that team members agree to obey their leader 

totally when they take a job on: the “transaction” is (usually) that the organization pays the 

team members, in return for their effort and compliance. As such, the leader has the right to 

“punish” team members if their work doesn’t meet the pre-determined standard. 

Team members can do little to improve their job satisfaction under transactional leadership. 

The leader could give team members some control of their income/reward by using 

incentives that encourage even higher standards or greater productivity. Alternatively a 

transactional leader could practice “management by exception”, whereby, rather than 

rewarding better work, he or she would take corrective action if the required standards were 

not met. 

Transactional leadership is really just a way of managing rather a true leadership style, as the 

focus is on short-term tasks. It has serious limitations for knowledge-based or creative work, 

but remains a common style in many organizations. 

2. 6.10 Transformational Leadership 

A person with this leadership style is a true leader who inspires his or her team with a shared 

vision of the future. Transformational leaders are highly visible, and spend a lot of time 

communicating. They don’t necessarily lead from the front, as they tend to delegate 

responsibility amongst their teams. While their enthusiasm is often infectious, they may need 

to be supported by “detail people”. 

In many organizations, both transactional and transformational leadership are needed. The 

transactional leaders (or managers) ensure that routine work is done reliably, while the 

transformational leaders look after initiatives that add new value. 

The transformational leadership style is the dominant leadership style taught in the How to 

Lead: Discover the Leader within You leadership program, although it is recommended that 

other styles are brought as the situation demands. 
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2. 7   LEADERSHIP STYLES IN OFFSHORE IT INDUSTRY 

 

 

The leadership factors used to measure transformational, transactional and laissez-faire 

leadership style in this study is from the Multifactor Leadership Questionnaire (MLQ) 

developed by Bass and Avolio [12], [13] based on the theory of transformational leadership. 

They are: 

 

2.7.1 Transformational leadership 

 

Transformational leadership is considered a ``new force in leadership research'', having 

dominated the field since the 1980s [14], [15].  In 1985, Barnard M. Bass [14] presented a 

formal transformational leadership theory which, in addition to other things, also includes the 

models and factors of behavior.  

 

In 1990 again Bernard bass [3] elucidated about Transformational leadership in this way.  

Transformational leadership is a form of leadership that occurs when leaders “broaden and 

elevate the interests of their employees, when they generate awareness and acceptance of the 

purposes and the mission of the group and when they stir their employees to look beyond 

their own self-interest for the good of the group” [3]. 

 

As a summary Transformational leaders develop positive relationship with subordinates in 

order to strengthen employee and organizational performance. Leaders who display 

transformational leadership, encourage employees to look beyond their own needs and focus 

instead on the interest of the group overall. The effects of transformational leadership are 

seen to be quantitatively greater than and qualitatively different from the effects specified in 

past theories which are collectively referred to as ``transactional leadership''. 

 

Transformational leaders achieve these results in one or more of the following ways.  

1. They must be charismatic to their followers and serve as role models 
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2. They may intellectually simulate employees 

3. They may persuade employees to believe in the mission and its attainability 

4. They may meet the emotional needs of their employees 

 

Research projects, doctor dissertations and books in the field of transformational leadership 

have been carried out and published in the initial phase of the transformational leadership 

concept development and, especially in recent years, have contributed to the development of 

the most actual leaders' concept. 

 

Transformational leaders have a clear collective vision and most importantly they manage to 

communicate it effectively to all employees. By acting as role models, they inspire 

employees to put the good of the whole organization above their own self interest. They also 

stimulate employees to be more innovative, and they themselves take personal risks and are 

not afraid to employ unconventional (but always ethical) methods in order to achieve the 

collective vision. 

 Idealized influence 

 

This characterizes the degree to which leaders are perceived as an inspiring role model 

through their personal accomplishments, character, and behavior.  Idealized influence 

represents the ability of building confidence in the leader and appreciating the leader by his 

followers, which forms the basis for accepting radical change in organization. Without such 

confidence in the leader, that is, in his motives and aims, an attempt to redirect the 

organization may cause great resistance. A leader can "lead" people, by making followers to 

follow the leader. By performing the job of the leader well, it is ensured that potential 

followers will appreciate and believe the leader. The followers, namely, try to imitate the 

leaders with idealized influence. Hence, the greatest success of a leader who inspires a high 

level of confidence and appreciation within his followers is that they begin to imitate him.  

 

Thus, his effort to conduct radical change the organization encounters confirm and support 

with the employees. The leaders with an idealized influence are honored, appreciated, 

trusted, admired by their followers, and they identify with them and try to imitate them. Such 
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leaders, which represent the model roles to their followers, do "the right things", 

demonstrating high moral and ethical behavior. They do not use their position and abilities to 

achieve their personal interests; instead they direct them to utilize potentials of their 

followers and to achieve the aims of organizations.  

 Inspirational motivation 

 

This depicts the extent to which leaders present an arousing vision that underscores the 

importance of various work tasks, promotes a sense of cohesion and collective purpose, and 

boosts confidence as well as expectations [16]. This is the ability of transformational 

leadership, which qualifies a leader as a figure, which inspires and motivates the followers to 

appropriate behavior. 

 

In the conditions when transformational change is being conducted in an organization, the 

leader has the task of clearing the path ahead and continuously stimulating others to follow a 

new idea. Transformational leaders should therefore, behave in a way that motivates and 

inspires followers. Such behavior includes implicitly showing enthusiasm and optimism of 

followers, stimulating team work, pointing out positive results, advantages, emphasizing 

aims, stimulating followers, etc. 

 

 Intellectual stimulation 

 

This refers to the degree to which leaders encourage follows to challenge extant assumptions, 

consider traditional problems through a novel perspective, and introduce innovative 

suggestions. The ability of transformational leaders has an important role in the 

transformation process of organization. Transformational leaders stimulate the efforts of their 

followers as innovativeness and creativity, stimulate permanent reexamination of the existent 

assumptions, stimulate change in the way of thinking about problems, plead the use of 

analogy and metaphor, etc. Thus, it may appear the possibility to get new and creative ideas 

for solving problems from the followers. If the ideas and the solutions of problems suggested 

by followers differ from the ideas represented by leaders, the followers are not criticized, nor 

are the leaders’ ideas imposed at any cost. 
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 Individualized consideration 

 

This refers to the extent to which leaders provide mentoring and coaching, regard followers 

as individuals, and adapt their support to accommodate the unique needs and concerns of 

each person.  Individualized consideration, as a feature of a transformational leader, is 

reduced to the ability of individual analysis of followers. Namely, the inclusion of followers 

into the transformation process of an organization implies the need to diagnose their wishes, 

needs, values and abilities in the right way. An activity like this tends to preserve, in the 

beginning acquired, the high level of interest of followers in action which a leaders leads and 

the high level of their trust in the leader. So, besides a global picture, a transformational 

leader must know what motivates any of his followers individually. 

 

Human wishes and needs are different. Some want certainty, some want excitement and 

change; some prefer money, and some free time. It comes upon the leader to "eaves drop", 

observe, analyze and predict the needs and wishes of his followers. Simultaneously, it is 

important that followers do not feel they are an object of observation or a study as a result of 

this “eaves dropping”. The leader, who is aware of the unique needs and wishes of his 

people, must be able to utilize this opportunity to harness those different demands in the right 

way.  

 

By their behavior, transformational leaders demonstrate acceptance of individual differences 

and assign the tasks in accordance with their personal affinities. Following the progress in 

performing the individual tasks, a leader gets a picture of regularity (or irregularity) of his 

own action of "individualized consideration". 

 

2.7.2 Transactional Ledership 

 

Bass [3] defines transactional leadership as an exchange of rewards with subordinates for 

services rendered. Transactional leadership seeks to motivate followers through extrinsic 

rewards. In theory, Transactional leadership is an approach that uses a system of rewards and 
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disciplinary measures to motivate employees. In other words, transactional leadership seeks 

to motivate followers by appealing to their own self-interest.  

 

Its principles are to motivate by the exchange process. Transactional behavior focuses on the 

accomplishment of tasks and good worker relationships in exchange for desirable rewards 

such as status and wages for the work effort of the employee. Transactional leadership may 

encourage the leader to adapt their style and behavior to meet the perceived expectations of 

the followers. Some researchers added to Burns original theory and it is thought by many 

today that transactional leadership can encompass four types of behavior. 

  

 Contingent Reward 

 

This is how a transactional leader and followers exchange specific rewards for outcomes or 

results. Goals and objectives are agreed upon by both the leader and followers and the 

achievement is rewarded or punished accordingly. From this, a measure of the leader’s 

degree of possessing Contingent Reward leadership attributes can be ascertained. These 

attributes are demonstrated by leaders that engage in a constructive path to goal transaction 

and exchange rewards for performance.  

 

These leaders clarify expectations, exchange promises and resources, arrange mutually 

satisfactory agreements, negotiate for resources, exchange assistance for effort, and provide 

commendations for a successful follower’s performance. To influence behavior, the leader 

clarifies the work needed to be accomplished. He or she uses rewards and incentives to 

achieve results when expectations are met. 

 Passive Management by Exception  

 

In this leadership style, the leader uses Management-by-Exception (passive), which is only 

intervening when goals have not been met or a problem arises. The Management-by-

Exception leader with a “passive” behavior would not intervene until problems become 

serious. The Management-by-Exception leader (passive) waits to take action until mistakes 
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are brought to his or her attention. To influence behavior, the leader uses correction or 

punishment as a response to unacceptable performance or deviation from the accepted 

standards. 

 

 Active Management by Exception  

 

Management-by-Exception (active) is when a leader makes corrective criticisms or uses 

negative reinforcement. This leadership behavior monitors followers closely so they can 

point out mistakes and errors. Leaders with Management-by-Exception with “active” 

behaviors have characteristics of monitoring followers' performances and taking corrective 

action if deviations from the set standards occur. These leaders enforce rules to avoid 

mistakes. To influence behavior, the leader actively monitors the work performed and uses 

corrective methods to ensure the work is completed to meet accepted standards. 

 

2.7.3 Laissez-Faire Leadership  

 

The leader is indifferent and has a “hands-off” approach toward the workers and their 

performance. This leader ignores the needs of others, does not respond to problems or does 

not monitor performance. 

 

Laissez-faire Leadership however, is a common, but unrealistic and immature way to 

encounter rapidly growing quality, innovation and effectiveness demands. Those leaders are 

inclined to delegate responsibility and authority, not in order to empower but to escape their 

own responsibility. This abdication from leadership is disempowering, effecting leadership 

behavior of change, relation and production negatively. 

 

2.8  SUMMARY 

 

Literature review reveals the ways of measuring success of an offshore IT project that mainly 

comprises of Time, Cost, Scope and Quality. These variables depend on various leadership 

styles practiced in the offshore IT industry today. Transactional leadership, Transformational 
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Leadership and the Laissez-Faire leadership styles are identified as mainly using leadership 

styles in the offshore IT industry. 

 

The dependent and independent variables identified in the literature review will serve as the 

foundation to build the conceptual framework and will be the base to design the 

questionnaires in order to gather the data. 

 


