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Abstract:

Knowledge transfer (or sharing) has always been crucial within the dispersed teams’
structure. As we are moving into post-Covid 19 pandemic times where the norms of working
are being redefined, there becomes a need to revisit this area and examine the working
collaboration of the teams for meeting clients’ expectations, as there have been only few
attempts undertaken after the pandemic. This study is based on interviewing 18 IT practitioners
and professionals, further support by thematic analysis of data collected. The findings
determined that for efficient knowledge transfer process ‘sustaining coordination’ is the core
phenomenon together with having ‘closed feedback loops, exchanging particulars and logs
timely, dynamic reporting and building teams capacity’ as sub-cores. The key observations
identified from the results of this study were mainly the inclusion of several non-technical
components which have now become essential, and back and forth support knowledge sharing

in the distributed IS projects for productivity and completing tasks.
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1.0 Introduction
1.1 Background and Theoretical Review

Developments in information and communication technologies (ICTs) have changed the
dynamics of IS organisations especially after Covid-19 pandemic (He et al., 2021). Distributed
IS projects are few of those projects which include team members or developers scattered over
different regions or territory for achievement of shared tasks or goals for the development of
software and web applications, enterprise resource management and financial management
solutions etc (Garro-Abarca et al., 2021). In this study, while referring to distributed IS projects,
the projects undertaking software and web development, enterprise resource management and
financial solutions will be considered (Hossain et al., 2009; Keshlaf and Riddle, 2010). Covid-
19 pandemic which brought severe financial and cybersecurity challenges for the IT sector has
enforced organisations to review its working dynamics which mainly include reviewing the

adaptability to technology and norms of collaboration (Zuofa and Ochieng, 2021).

The process of knowledge transfer has key implications in distributed IS projects.
Knowledge transfer is considered as one of the most critical aspects of remote working. While
being dispersed, the teams are not able to share knowledge and collaborate efficiently which
further affects the product quality. According to Zuofa and Ochieng (2021), it has been reported
that Covid-19 lockdowns, closure of workplaces, sickness etc. have negatively impacted on the
communication structure of the dispersed teams as they were not able to interact and get
appropriate support from the management. This leaded to consequences where the teams are
not able to keep up with the required pace of the industry now. For example, as now when the
worldwide market is abundantly open, there are many pending projects which need to be
completed and delivered to customers as a priority. As the working dynamics of industry have
been re-evaluated and we are moving out of the pandemic, this has put more pressure on the
dispersed teams and IT organisations. There are several studies available in the literature before
pandemic which highlighted key issues such as unclear objectives, overlapping of
responsibilities, cultural differences, poor task management, lack of knowledge etc as some of
the major challenges during knowledge transfer (Reed and Knight 2010; Lilian, 2014);
however, there are gaps found in the literature to better comprehend evolving challenges, and
respond to those for an efficient knowledge transfer process as we are entering into the post-
pandemic times. A recent study by Keily et al. (2021) depicted that the most common issues

within the global or distributed teams are effectiveness of project team coordination



mechanisms due to which projects face delays and have quality issues. Medappa and Srivasta
(2019) further argued that there is a mechanisms within organisations, however, lack of
coordination among distributed teams is becoming problematic for the organisations. Gallego
et al. (2020) in another study depicted that project managers should consider the impact of
integration and scope management when working with distributed teams as they cause many
issues which are difficult to realise during the project. Hence, there is need to investigate how
these evolving mechanisms have affected the frequency of knowledge transfers and issues
linked with it to better respond to challenges in the distributed environments. This will also
help to create strong collaboration between dispersed teams and deliver the software solutions

up to the client’s prospects.

1.2 Research Aim and Objectives
Based on the research gaps available, the aim of this study was to explore challenges that
cause disruption in the overall knowledge transfer process and propose strategies to overcome
those in distributed IS projects post-pandemic. For achieving the aim, following research
questions have been identified:
- What are the major challenges and issues that disrupt knowledge transfer process in
distributed IS projects?
- What are the appropriate recommendations to overcome challenges and support

efficient knowledge transfer during product development?

1.3 Research Rationale

This research study is based on examining distributed IS project environments after the
Covid-19 pandemic. The core purpose for selecting this area was to examine the frequency,
norms and dynamicity of working conditions after the pandemic. Distributed IS projects is not
a nascent area of study and there are some considerable studies available in the literature,
however, knowledge sharing in such projects has always been a point of discussion. The key
reasons are mainly the difference in cultural, work experiences, and lack of clear roles and
responsibilities due to project face delays. That is the reason that around 50% of Agile
methodology-based projects fail in distributed environment; though previously the failure rate
was less than 25% when development was undertaken inhouse. Rajpal (2016) reported failure
in distributed scrum projects, where a project took over three years to complete instead of one
and exceeded five times from its initial budget. Similarly, studies by Zuofa and Ochieng (2021),
Keily et al. (2021), Medappa and Srivasta (2019), Gallego et al. (2020) further depict that



research on distributed or virtual teams in still in progress and there are many attempts being
made to fulfil gaps in the literature. One such knowledge gap is the assessment of knowledge
transfer process within the distributed project environment after the pandemic to ensure better
collaboration for managing tasks and completing job assignments up to the clients’
expectations. Based on the knowledge gaps, the authors decided to undertake this study and
uncover the strategies and/or practices to better understand the contemporary challenges and

ensure an efficient knowledge transfer process during the distributed IS projects.

2.0 Research Methodology

2.1 Interviewing and Sampling

This study is based on qualitative research analysis where semi-structure interviewing was
the dominant strategy for collecting data from professionals and practitioners working in the
IT organizations. The authors used purposive sampling to locate most knowledgeable
participants who could effectively contribute to the study (Creswell and Clark, 2011). The
participants were chosen based on their experience in the distributed environments who have
closely observed the transitions between pre- to post-pandemic times. A total number of 18
semi-structure interviews were conducted to discuss the challenges and issues, and then
possible solutions to improve knowledge transfer process when working in distributed IS
environments. Cavana et al. (2001) justified that interviews are exclusive and support in
disclosing rich, rigorous and complex information from the participants in qualitative research.
Participants who contributed to the study were from United Kingdom, Pakistan and UAE. The
authors asked open questions to discuss the challenges and gave opportunity to participants to
contribute from their experience. Interview questions were divided into two sections:
Challenges and issues around knowledge transfer (or sharing), change of working dynamics
and their effect on overall project activities. The second section of the interviews was based
around the measures taken by those participants or their organisations to counter challenges
linked with knowledge transfer and analyse how intense they are as compared to pre-pandemic

times.

2.2 Data Analysis and Credibility

Further, the data was collected and analysed under thematic analysis approach suggested by
Braun and Clarke’s (2013). Braun and Clarke’s (2013) thematic analysis involve seven steps which
were undertaken by the authors very carefully. This involved preparing transcriptions (getting

familiarised with the data; coding them; identifying patterns (sub-themes and themes); searching,



reviewing themes; defining and finalising themes; and finalizing the analysis. These seven steps
leaded to development of a tree diagram which has been shown in the figure 1. Further, the authors
ensured credibility of the study by taking vigorous actions, such as, member checking, audit trail
and peer scrutiny of the research journey.

3.0 Findings and Discussion

The analysis of the data elaborated that as we are entering into post-pandemic times, there
is a high demand, lack of skilled workers and excess pressures on completing the project
backlogs. Henceforth, there is a need to revisit parameters for an effective knowledge transfer
process within IT organisations. These parameters are usually based on high coordination and
communication levels, however, there are many other factors which now affect the
performance of the distributed team members. These team members not only include
developers or basic-level programmers, but now participation from the senior management has

become vital for meeting the desired quality levels and timelines.

Data suggests that an efficient knowledge transfer process is dependent on sustaining
coordination, meaning a long-term plan and commitment to work efficiently. According to few

of the participants,

“Yes, the dynamics have changed, commitments have changed. Now we are looking for
people who can work with us for long and commit their work, not prefer to hire part-timers.

We would now like to be more sustainable now especially after the pandemic” [P15]

“Covid-19 has left the world with so many lessons. Few lessons we learnt are to prepare for
the worst, keep intact with distributed team members, support them, and maintain a good
coordination level. This indeed helps to bear pressures, share knowledge more deliberately

and improves product quality” [P17]

Sustaining coordination is further aided by four key areas (themes) such as use of closed
feedback loops, exchanging particulars and logs timely, dynamic reporting and building team
capacity (figure 1). These four key themes also represent the areas of major challenges or
obstacles during the course of product development. As per the data, sustaining coordination
is about developing agreements, understanding the requirements, nourishing, offering long-
term commitments and meeting the teams’ expectations over the course of project. The
participants emphasized that in the post-pandemic times, teams need to develop a strong
collaborative structure between them, offering long-term commitments leading to development

of quality solutions. Further, as mentioned sustaining coordination is supported by four key



areas out of which first is having the closed feedback loops. The participants highlighted the
closed feedback loops help to resolve queries in distributed IS projects. According to few of
the participants,

“We are working quite hard to better coordinate and resolve queries more efficiently.
Previously, we did use to conduct usual meetings and allocate tasks or give feedback, however,
now post-pandemic these sort of interactions has increased a lot and we try to make conclusion

out of them to avoid further delays” [P7]

“Feedback mechanisms help in any projects, but for distribute team members they can make
a huge difference. I suggest feedback shouldn’t be just assessing and sharing your ideas back,
but for me I do go through with their progress, invite customers and discuss way forwards for
wrapping up tasks . . . You know there is a lot going on in the market nowadays, so, we need
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Figure 1: Thematic Diagram

The data indicates for closed feedback loops where the queries of the customers are dealt

with straight away in order to maximize opportunities and reduce ambiguities. In close loop



communication, meaningful conclusions are made where the queries of the customers are dealt
straight-away to maximize opportunities. Further adding to the context, Layman et al. (2006)
suggest that active feedback helps to respond to alterations to minimise failures. Dorairaj et al.
(2012) further suggest that the mechanism of feedback helps teams to develop an understanding
of the common tasks, thus, reducing various obscurities and fears related to project work.
Layman et al. (2006) proposed that for dealing with the challenges and issues of the knowledge
sharing in teams, a collective code ownership should be introduced which can enhance the
knowledge sharing process within the teams.

Regarding exchanging particulars and logs, the data emphasizes on the sharing precise
information using various channels by highlighting that the discussion between the teams
should be very specific but comprehensive so that the people having different mindsets and
backgrounds should be able to recognise the ideas and notions. According to few of the

participants,

“We are completely dependent on cloud databases for document, information sharing as
you know during the Covid-19 there were no other options. We are investing in our own cloud
database technology to improve document sharing and arrange encrypted meetings like we do

on video calls you know; it will also save additional costs” [P17]

“Sharing and exchange of information timely have now become crucial. As we are moving
out of Covid, we have revised our engagements interactions for responding to clients’ demands.
There is hell amount of back logs, work that needs to be completed, so, we are working very

closely to deliver our products on time” [P13]

Korkala and Abrahamsson (2007) further suggest that requirements exchange between the
teams and customer should occur accurately as this is one of the most critical processes of
software development projects. Dorairaj et al. (2012) further indicate that the sharing of
information and knowledge should occur between team members on a daily basis either in
meetings or through emails. Rogers (2003) acknowledges that in a social system, knowledge
sharing process is crucial as several entities are involved which might restrict their ability to
understand the innovations going on in the social system. Therefore, the process of exchanging
particulars and logs timely should be effective enough to attain the mutual consensus of the

people involved on developing issues.

Further, dynamic reporting has been added to encounter the challenges caused by delays

and disruptions. The participants mentioned that tracking and monitoring of the distributed



team members’ is now often done on random basis, due to the organisational pressures and
economical losses faces during the closure of market during the Covid-19. This has helped to
meet deadline more frequently as compared to pre-pandemic because now the teams and

management work more closely. Few participants mentioned,

“Truly, tracking of distributed teams is very important wherever they! \We are not pressing
anyone, but working more closely. This personally has helped my team to meet up deadlines

more regularly and we are successfully managing multiple projects” [P5]

“Our organisation has introduced a new software which is linked to user’s |D where scrum
master can directly view the coding, or you can say check progress. If for some reasons, an
individual or team is not up to the mark or lagging behind, scrum master intervene and
support... [ want to clear this system is not to disgrace but offer support without request. My

team has taken this positively and we are now working more closely as a team” [P10]

Giuffrida and Dittrich (2015) propose that reporting to a manager or supervisor on a daily
basis helps to get them involved fully in the project and consequently, uncertainties can be
reduced to the project work to be undertaken. Hence, dynamic reporting supports reducing
liabilities where the project manager can share the advancements and differentiations of the
project to the higher management for getting support. Lee and Baby (2013) further
acknowledged that in global IT projects reporting to senior management within time helps to
reduce the complications linked within the project processes where different sorts of experts
can help management and key stakeholders to resolve the reservations.

Lastly, the data suggest that an efficient knowledge transfer process is dependent on building
teams’ capacity. Building teams capacity is necessary and plays a vital role in sustaining
coordination to better sense the forthcoming situations and devising strategies mutually.

According to few participants,

“Distributed team management is different, no | would say very intense. You have to have
availability for your team to sort out issues. Sometimes, their login, coding software stop
working and I need to be available to sort out. | cannot say no or delay but try to fix as early
as | can. Because if you are not fixing the issues, this would delay work and developers get
upset” [P8]

“Agile offers a great working way where teams chose their own tasks. There are few

situations in which few tasks were left and remaining team members were not keen to take on



work, might be due to expertise, interest or let’s say for any other professional reason, I came

in then to offer agreements within team and this worked well” [P11]

Persson et al. (2009) advocate that in distributed software development projects, interactive
skills can help to generate understanding among distributed members in relation to tasks and
reaching a mutual consensus. Leenders et al. (2003) supports further by arguing that effective
communication is the wellspring of creativity in distributed teams; therefore, the authors
deduce that mutual interaction among team members help develop creativity and resolve

complications within a development code.
4.0 Conclusion and Recommendations

Overall, this study uncovers many significant factors (as per figure 1) which were not
discussed in the context of distributed IS projects previously. From the analysis and findings,
it is evident that distributed IS projects have become more intense as we are moving into the
post-pandemic world. The major reasons recognised were the high demand of IT solutions,
lack of skilled workers and extensive workload.

There were two research questions defined for this study: 1) Answer to Q1: key challenges
identified from analysis fall in four different areas: a) Feedback issues b) Issues related to
exchanging information timely c¢) Lack of reporting and engagement d) Teams bonding and
interaction; and 2) Answer to Q2: Based on the challenges above, a thematic diagram has been
produced in Figure 1 suggesting that ‘Sustaining coordination’ is the solution to the challenges;
sustaining coordination is about long-term and sincere commitment to work and profession
without wasting time and skills. For sustaining coordination, having closed feedback loops,
exchanging logs and particulars timely, Dynamic Reporting and Building Teams capacity are
the four strategies used to harmonise the knowledge transfer process.

This study has theoretical and practical implications; in theory it attempts to fulfil the gap
identified from the studies of Zuofa and Ochieng (2021), Keily et al. (2021), Medappa and
Srivasta (2019), Gallego et al. (2020) where hardly few attempts are made to review post-
pandemic norms, challenges and distributed teams’ circumstances; and practically it acts as a
guide for the future project managers to review the working dynamic and support distributed

teams completing their projects up to the desired quality levels
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