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ABSTRACT

TheEraof the Global Software Organizationiswell and truly underway. More and more companiesarelocating their
development sites across different countries to take advantage of the talent pool available to effectively leverage a
distributed global workforce. In this scenario companies, which are able to strategically and effectively transfer
applications and components across siteswill be clearly at an advantage. Thismay help free up some of the strategic
resourcesinthe current sitesand al so utilize some newer resourcesin some other sites. While an effective transfer will
reflect positively on the redepl oyed resources and continuing efficient functioning of the systems, abad transfer shall
surely drain additional resourcesin maintaining the redeployed system. In this paper we discuss some of the issues
facing Effective Knowledge Transfer of Software Components and articulate a Framework that attempts to solve
theseissueswith focusin detail on ownership transfer. We are surethat the samewill strengthen the fundamental s of
the Global Software Organizationimmensely and also pavetheway for futureresearchinthisarea.
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1. INTRODUCTION

The Globa Software Organization isextremely successful and hasactually beenflourishing for quiteawhile. Promational
lines such as “The Global Conglomerate”, “The Multinational Giant” etc have become quite ubiquitous. In fact
Corporations and organizations have been so successful in distributing and managing work across global sitesthat it
would appear to be a weakness these days for an Organization to be present in only one country, i.e. in not being
global. Thisisespecially truefor the software devel opment organi zation. Thiscan be also be verified with the speed
at which organizations are acquiring global presences and adding international resources by way of mergers and
acquisitions, thereby consolidating their positions and establishing themselves as clear global entities.

Some of the reasonsthat have been attributed to thisdistributed workforce phenomenaare market presence, pressure
from competition, differences in labor rates, availability of specialized talent in specific locations and of course
optimization of resources. Also being transnational gives added advantagesin termsof not being affected adversely
by business climate changesin any particular country. Thustheteamsalso act asabasisfor redundancy planningin
case of eventualities. Thus we may find more and more complicated large software projects being devel oped with
individual components assigned to teamsin different countries.

While all thismay present arosy picture for multi-site multi-national software development, the same becomes an
Achilles heel when companieswant to shift some of these components between these sitesfor businessreasons. This
is because although knowledge management has been researched very well, we believe research in still getting
organized in the area of knowledge transfer itself and in particular for the case of software component transfer. Of
particular interest to usisthe case of transfer of ownership of the software component and thetimelinesfor doing the
same. While smooth transfer of components enhances the organization’s resource utilization, botched up transfers
end up placing tremendous stress on the teams that aren’t able to cope up to the transfer and hence burdens the
organization and its management with additional support effort and drains both actual resources and the confidence
of the organization.

Henceinthispaper, we basically try to understand theimpedimentsto a successful Software Component Knowledge
Transfer (SCKT) and waysto mitigate or avoid these. The key focusto usisthe knowledge build up for the software
component and theideal way for the“recipient” to accept the ownership transfer. Also we check how the success can
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successfully after thetransfer and keeps blaming the source and the project for not having, initseyes, been
givenafair deal during thetransfer. The recipient may keep pointing out to alleged technical or process or
project detail sthat were missed during the transfer. The recipient may also raiseissuesregarding thewhole
transfer process, much after the same has been done. We propose steps in our framework that maintain
record of transactions during the transfer that detail every session with conclusion that are agreed upon by
both source and the recipient. This saves lots of effort from the project management later in terms of
arbitration between teams.

3. THE FRAMEWORK FOR EFFECTIVE SCKT

In addressing theissues explained in thelast chapter, we have come up with aframework of activitieswith key focus
identified, which governsthe whole knowledge transfer for the software component. The major part of our proposal
isgoverned by a3 phase knowledgetransfer process, a pre-transfer phase, followed by thetransfer phase, whichis
followed again by apost-transfer phase.

Pre Transfer > Transfer > Post Transfer >
Phase
Activities Setup Transfer Core Transfer Key Source
Personnel
Establish Trust Joint Devel opment

Assess Recipient
Leve

Review of work
Project Knowledge products

Transfer

Assisted solving of

Record of Transactions >

Feedbacks and A ssessments >

Figurel. Framework Overview
3.10verview of the Framework
Thefollowing table gives an overview of the three-phase proposal and the major points of focus of each phase

Tablel. Framework Overview

Phase Overview

Pre-Transfer (at recipient site) Setup for transfer, establish trust, and assess current
recipient level and key recipients for transfer.

Transfer basic knowledge.

Transfer (at source site) The actual transfer of core component knowledge,
aong with key recipients participating in actual
development. Optional transfer of project knowledge

too.

Post-transfer (at recipient site) Complete the knowledge transfer by supporting
recipients with key source personnel to review and

assist the recipients work during this phase.




4.2 Pre-Transfer phase

These activities are conducted at recipient site.

Table3. Pre-Transfer Activities
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Activity

Focus

Breakdown training areas

Identify atop down breakdown of the knowledge structure.

Identify key trainers (from
source)

These trainers prepare training materials and also assessment tests

Prepare training plan (at source
site)

Requires detailed planning with management and key trainers

site)

Present training plan(at recipient

Familiarize recipients and get their approval or buy-in

Conduct assessments (at recipient

To get current standings of trainees in the knowledge aress.

site)
Identify Key recipients(at These high potential recipients shall be the KT enablers, and play
recipient site) active role during the Transfer phase in bridging the source and the

recipient.

Conduct initial knowledge
sessions(recipient site)

Theses sessions will ensure the basic knowledge required for the
transfer gets covered here. This could also be augmented with an
example application being planned to be developed at the recipient
site. Key documents left back to augment the learning.

4.3 Transfer phase

These activities are conducted at source site.

Table3. Transfer Activities

Activity

Focus

Revise and recap current
knowledge.

M ake recipients present the current understanding and assess their
grasp.

Component knowledge
Assessment

Assess recipient grasp of component knowledge by quizzes on
component knowledge documents. (shared with recipientsin pre-
transfer)

Conduct Active core
knowledge sessions

Conduct actual component knowledge transfer sessions in detail
covering requirements, design, code and test infrastructure.

Conduct project process
knowledge sessions
(optional)

Thisisan optional part needed only when the recipient is al'so
entering the project newly and hence needs to be trained in processes
followed in the project too.

Integrate key recipientsinto
source team for active
development of afeature.

Give ownership of a part of the component to be developed for a
particular feature / release to the key recipient(s), for them to actively
understand and grasp the complexities (product and process) and
also assess their progress / readiness.
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at therecipient’ssite and scope of hiswork was made very clear. Hewasto act asliaison and help solveissues, either
by offering expert advice or by rerouting to concerned colleagues in source / other sites. Here too the record of
transactions was kept. Also source colleagues reviewed recipient’s work in terms of design documents, and fault
correctionsto ensure that no major issues were found.

6. DISCUSSION ON THE FRAMEWORK AND CONCLUSION

The framework was derived based upon study of issues that our site faced with some of the earlier transfers. Also
thought was given to actively make the transfer fruitful for both the source and the recipient.

Though we came across literature dealing with details on the source side of the issues [2] we did not come across
material that dealt with knowledgetransfer with ownership in key focus. But we havefound in our experiencethat it
isacommon phenomenon for software components to get transferred between sites. And our framework gives us
good leverage to systematically transfer the knowledge and also assess the transfer while the same is happening so
that the ownership transfer isreally successful.

It was a so acknowledged in our project that the transfer that we did was tremendously successful. We do hope further
research can take up from our framework and pave the way for more successful component transfers.
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