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This Master's Thesis focuses on providing quality management support to the Product
Development (PD) relocation in the case company. The PD relocation motivation is based
on a need to free up people for new product development in Country A and aims at cost
savings without ultimately compromising the quality of the relocated product.

To address this challenge, the objective of the study is to propose a Quality Management
Framework (QMF) to support the ongoing PD relocation from Country A to Country B. The
study uses action research as its research approach. In order to achieve this objective,
the study explores and analyzes the challenges revealed in the current PD relocation pro-
cess and explores the existing best practice and available knowledge from the literature to
suggest a possible QM framework. The data collection in the study includes interviews and
discussions with the stakeholders in the PD relocation, observations and review internal
documentation from both sides of the PD relocation in the case company.

This approach leads to the initial proposal of QMF which is presented to the stakeholders
of the ongoing PD relocation. Based on the feedback, the finalized proposal for the Quality
Management Framework is presented consisting of a) Proactive Guide for PD relocation,
b) Checklist, and c) Evaluation. This QM Framework is later extended with recommenda-
tions for the Release Areas in the ongoing PD relocation.

The outcome of the study is thus a QM Framework which suggests proactive practices and
QM support to the case company in the ongoing PD relocation. This will improve and miti-
gate the PD relocation experience in the case company which can be seen as increased
relocations achievements and stability of product quality when it is relocated to the receiv-
ing side.

Keywords Offshoring, relocation, product development relocation, PD
relocation, PMBOK, Quality, Quality Management Framework
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1 Introduction

Offshoring/outsourcing is used by companies for relocating various operations in global
context. Companies search for strategic advantage, achieving major cost savings and
also for access to the talent and skills of foreign countries. Relocation can encompass
manufacturing and service-based deliveries, as well as product Research and Devel-
opment (R&D) and maintenance. Though being practiced a lot over the last decades,
relocations represent complex projects, with many companies experiencing challenges
either during the process or in the results of relocation. One of the ways to help in relo-
cations could be by securing quality during the relocations. Quality management can
provide the strategy to ensure the continuum of business critical activities. Thus, it may
serve as the means to enhance the organisational performance and managing the risks

during the relocations.

This study focuses on relocating one product development project functions between
the countries within the case company. As product development is highly competence
intensive, the challenge lies in suggesting a solution for relocating without compromis-
ing the quality of this product development. This solution points to developing the quali-
ty management process as a way to keep quality in control in the product development
relocation. Thus, the quality management process is considered as the focus of this

study.

1.1 Key Concepts of the Study

Quality is typically considered as a measure of the state which distinguishes a charac-
teristic of an object as being on higher calibre than other objects. Therefore quality
should be build up knowingly and by staging through suitable processes, procedures,
resource responsibilities and appropriate organization structure (Naidu 2006: 70). From
a more practical point of view, quality is simply considered as meeting the customer
requirements (Oakland 1995: 4). Quality could also mean that the product performs
within the time defined based in its specifications. Therefore, quality typically encom-

passes a wide range of characteristics which makes it a complex phenomenon.

In this study, quality refers to certain features of the product and product development
(PD) which should stay on the same level after the product relocation. Product devel-
opment refers to the end-to-end process of designing and testing hardware (HW) and

software (SW) components of the product. Relocation in this study refers to the transi-



tion of the main responsibilities, functions and the content of product development re-

sponsibility to another branch within the case company which is located offshore.

1.2 Case Company

The case company of this study is a multinational mobile telecom company. It operates
in various countries worldwide. The case company is also a major telecom equipment
manufacturer of network equipment and SW, as well as a service provider for network
and business operations (Company facts: 2015). The case company customers are
telecom operators who provide voice, messaging and data services to their end- users
globally. The case company delivers high quality products and solutions to its custom-
ers and for end users, supported by world class development process (Case Company
Quality Network 2015). The case company generates a substantial margin of its reve-
nues from a product, equipment and SW products designed for the telecom markets.

These all are currently relocated to another branch in the company.

For the case company, the end-user experience, quality of the product and proven
track record on product performance plays a key role for keeping a leading position in
the telecom markets. Therefore, the company is especially concerned with the custom-
er experience and quality of its products, in any areas where they are produced.

1.3 Business Challenge

Recently, the case company has started implementing a transformation strategy in or-
der to keep competitive in the current ICT industry (Case Company, Annual Report
2014). As a result, the Finnish subsidiary of the case company is involved in relocating
one of the products to a lower cost country. The motivation to relocate is based on the
need to free up people for new product development in the origin country and to reach
cost savings. This is planned to be achieved by utilizing the knowledge and best prac-
tice available in the home company (the Sending side). The idea is that the Receiving
side of the relocation will take full responsibility of the relocated product activities. By
now, this product has been developed and maintained in the home country for a long
period of time, and it is known for its superior quality, performance and availability.

The case company target is to ensure quality during and after the relocation of this
business critical product development. Before the start of relocation, it was the Finnish

subsidiary that had the main responsibility for developing and maintaining the relocated



product. The relocated product has now reached the end part of its product develop-

ment life cycle but it is still highly used in the industry.

The relocated product encompasses a substantial amount of equipment, which means
that its quality is invaluable and should not be compromised during the relocation.
Therefore, the planning and executing of the relocation activities need to be made ex-
tremely carefully, keeping the focus on the quality of the product so that it is not de-
creasing during the relocation operation. Also the product delivery and release cycle

should be kept on the same quality level as it was prior to the relocation.

The company plans to measure quality of the actual product as soon as the PD reloca-
tion has been completed. The risk, however, is that at that stage, the quality of the
product will be too late to correct. Therefore, the case company chooses to react pro-
actively, prior and during the product development relocation, before the product re-

leases are shipped to telecom customers by the receiving side (Hungary).

1.4 Objective and Intended Outcome

The goal of this study is to propose a Quality Management Framework to support the
ongoing PD relocations proactively in the relocation to its new location. The proposal
should include the steps for keeping up the current quality of PD, when it is being relo-
cated, and suggest indicators to evaluate the level of quality of PD when it is relocated.

It leads to formulation of the following objective for the study:

To propose a Quality Management Framework to support the ongoing PD in

the relocation from Country A to Country B.

The outcome of the study is thus a Quality management framework that could help
approach and evaluate the quality of the operations in the PD during the relocation (at

certain particular moments) and their acceptable level.

This study is divided into seven sections. Section 1 gives an overview of the study.
Section 2 describes the research approach, design, data collection and methods used
in this study. Section 3 presents the results of the current state analysis of the PD relo-
cation project and quality management in the case company. Section 4 presents the
conceptual framework of this study for keeping quality in product relocations in general.

Section 5 discusses suggestion for the quality management for the current product



development relocation, based on the interviews with the key stakeholders. It formu-
lates the initial proposal for the QM framework how to approach quality in relocations in
the case company. Section 6 discusses the results of feedback and validation of this
proposal with key stakeholders. It also incorporates the recommendations and im-
provements from feedback to the final proposal. Finally, Section 7 contains the sum-
mary of this study and discusses the practical implications that this study has generat-
ed. It also reflects on the outcome vs. the objective and discusses the reliability and
validity of the results.



2 Method and Material

This section describes the research approach and research design of this study. Addi-
tionally, the data collection and analysis methods are presented. Finally, the reliability

and validity plan is described.

2.1 Research Approach

Action research is selected for this study as its research approach. Action research is a
scientific approach to study and resolve important social and organizational issues to-
gether with those who experience these issues directly (Coghlan and Brannick 2014:
6). Action research makes a combination of background research and specific focused
research. Some theorists believe that action research is also an overarching research
culture or paradigm that can work with almost any primary methods, depending on the

situation and context of the research problem (Hearn and Foth 2005:8).

Action research aims to be a systematic process and a way to provide practical out-
comes. It starts from effectively enabling distinct phases from diagnostic phase, where
the scope of the research is identified and defined. Figure 1 presents Action Research
as a cyclical process.

Conlext & Purpose
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Figure 1. Action Research Cycle (Coghlan and Brannick 2014:9)

Figure 1 shows the phases of action research cycle. The action research cycle starts
with identifying the context, purpose and potential of the research project. In this step,
the ownership of the context is also identified for which the collaborative relationship is
established. In the second phase, a constructive dialogue is started with the key stake-
holders for identifying which basis and practicalities will be taken in the research. In this
stage, the planning of action phase specifies the actions that should improve the prima-

ry problems identified in the construction phase in the research. The action plan also



establishes the target and the approach for the research. Next, the action taking phase
implements the planned action. In this phase, the collaborative relationship intervention
with the key stakeholders can cause certain changes to the research project. In the
evaluating action phase, the results and outcomes of the taken action are evaluated
(Coghlan and Brannick 2014:10). The effects of the taken action will demonstrate

whether the results and outcomes were successful or not.

Due to these specific features, Action Research is chosen as a research approach for
this study. Additionally, the author of this study is an employee of the case company
and has a purpose of bringing change to the organization. In this study, the primary
target of the action research is to help the case company to make sense of the existing
process and change the case company existing system. The second target is to im-
prove and bring the desired change into existence. The third target is to solve real,
practical problems related to the topic. The final, eventual target is to spread this solu-

tion to solve similar challenges in other units of the case company.

2.2 Research Design

In this study, the research design has the following logic. It starts by identifying the ob-
jective. Then it progresses to the phase where the themes, ideas and practices are
searched from the literature and from available knowledge. Alongside the current state
analysis conducted in the case company. Based on these findings, a prototype for ini-
tial proposal demonstration is designed. Finally, the results from the initial proposal are

evaluated and the final version of the proposal is built.

Figure 2 illustrates the steps which are executed during the research in this study.
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Figure 2. Research Design of this case study.




As seen in Figure 2, identification of the research objective makes the first step in this
study. In this study, the initiative for this research came from the case company man-
agement. This step leads to formulation of a following research objective as developing
a Quality Management Framework to support the ongoing PD relocations from Country
A to Country B.

The second step consists of the current state analysis and data collection based on
examination of the current state of the company procedure for the PD relocation. In the
current case, there are areas for which the relocation is already concluded from Coun-
try A to Country B. These concluded cases are analysed as a point of reference to re-
flect and emphasize the strengths and weakness. The data collection is executed by

collecting data from semi-structured interviews.

In the third step, the conceptual framework is based on the findings from the relevant
literature, theory and search for best practice. The concepts and practices emerging
from the literature are analysed and synthesised into a conceptual framework for the
study. In the fourth step, the initial proposal is built collaboratively, based on the results
from the current state analysis. During the fifth step, the proposal is validated by the
case company management team and further development is pointed out. Finally,
based on the given development feedback and suggestions, the final proposal is for-

mulated.

2.3 Data Collection and Analysis Methods

In this study, mainly qualitative research methods were utilized for the data collection
and analysis. The data collection was executed in three iterations (Data Collection 1, 2
and 3) by collecting data from semi-structured interviews, discussions and workshops
with the stakeholders, observations and internal documentation. Each type of data is
described in more detail below.

2.3.1 Research Interviews

Interviews conducted in this study involved thirteen stakeholders who have relevant
roles in the process of PD relocation. The interviews were conducted based on the
semi-structured interview questionnaire (Appendix 1), which, in this study, refers to a
formal conversation which starts from setting a list of questions and topics to be cov-

ered in particular order during the interview. The semi-structured interview outlines the



direction and thus shapes the subsequent flow of the conversation. The aim for using

such method was to get the interviewee'’s insight for the questions of interest.

The interviews were conducted in all three rounds of data collection, as shown in Ta-

bles 1, 2 and 3 below, according to the round of data collection.

Data collection 1

Table 1. Case company research interviews: Data collection 1.

(HU)

Position in the Relocated Duratio | Relevant discussion themes for the
# Documented Date
company Product Area n study
Relocation requirements, time line,
1 1A.Product Own- | Infrastructure & | Recording, 22015 1h communication, documentation,
“lerl (FI) Tools Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
2A.Product Own- Recording, communication, documentation,
s er Il (HU) MRS Field Notes 22015 1h quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
3A.Product Own- Recording, communication, documentation,
8. er Il (FI) PLM Field Notes 22015 1h quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
4 4A.Senior Devel- | RA Upgrade & Recording, 22015 1h communication, documentation,
* | oper | (FI) Expansions Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
5 5A.Senior Devel- | RA Upgrade & Recording, 22015 1h communication, documentation,
* | oper Il (FI) Expansions Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
6 6A.Lead Coach Integrity Recording, 12.2015 1h communication, documentation,
© | (HU) Functions Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
7 7A. Agile Coach Packaging, Recording, 3.2015 1h communication, documentation,
© | (HU) OAM Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
8 B1.Senior Project Release Recording, 22015 1n communication, documentation,
" | Manager (HU) Management Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
9 B2.Department Technology Recording, 22015 1h communication, documentation,
" | Manager (FI) Management Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
10 B3.Program Release Recording, 22015 1h communication, documentation,
* | Manager (FI) Management Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
1 B4.Section Release Recording, 22015 1h communication, documentation,
* | Manager (HU) Management Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
Relocation requirements, time line,
12 B5.Release Functional Recording, 22015 1h communication, documentation,
" | Manager (HU) Development Field Notes ’ quality of the relocation, capability,
knowledge relocation, Indicators
BE. Section Integrity Recording chLﬁﬁfl:::arteig: ir;(TcEnmtz,nT;:ii:ne,
13. | Manager, Quality Functions Field Notes 32015 1h quality of the relocation, capability,

knowledge relocation, Indicators
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The interview detalils listed in Table 1 show the company personnel interviewed for this
study. The interviewees comprised representatives from both side of the PD relocation.
Data 1 was used to collect the data for mapping the current state of the product devel-
opment responsibility (as it is in the sending side) and to give insights of the skills and
competence required for keeping quality in the PD relocation. Interviews comprised
informants from two different levels: (a) product technical staff members as well as (b)
managerial members. The analysis of results was done using the Content analysis

method.

In addition, the author of this thesis interviewed three examples Release Areas (RA)
which had already relocated their PD to receiving side. Table 2 below presents the

conducted interviews.

Table 2. Case company interviews of relocated PD RA'’s: Data collection 1.
Relevant discussion themes for

# | Position in the company Documented Date Duration

the study
Product relocation actions,
1. | A. Team Coach (HU) Recording, Field Notes | 10.2015 1h tools/metrics, social ties and their
delta
B. Experienced Software Product relocation actions,
2. |5 EXP Recording, Field Notes | 10.2015 1h tools/metrics, social ties and their
Developer (HU) delta

Product relocation actions,
3. | C. Senior Developer | (FI) | Recording, Field Notes | 10.2015 1h tools/metrics, social ties and their
delta

Product relocation actions,
4. | D. Senior Developer Il (FI) | Recording, Field Notes | 10.2015 1h tools/metrics, social ties and their
delta

Product relocation actions,
5. | E. Senior Developer Il (FI) | Recording, Field Notes | 10.2015 1h tools/metrics, social ties and their
delta

Table 2 presents the employees connected to the current PD relocation from three Re-
lease areas who had already relocated their PD responsibility to the receiving side. The
interviews were done in individually or in group meetings, and supported by the ques-
tionnaire. The interviewees were invited to the interview by email and the questionnaire
was attached to the invitation. By this way the interviewee could get familiar to the
questions in advance. At the beginning of the interview, the interviewee received a
short introduction of the purpose, reason and background of the interview. The lan-
guages used in the interviews were Finnish and English. All interviews were recorded

and field notes were taken.
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Data collection 2
The goal here was to get suggestions from the relevant stakeholders for securing quali-

ty in PD relocation. The company stakeholders interviewed for this study comprised

representatives from both side of the PD relocation, as shown in Table 3 below.

Table 3. Building the Proposal: Data collection 2.

# Position in the company Documented Date Duration Relevant discussion

themes for the study

1. | A. PD relocation Project Recordings, Field Notes | 32015 1h Suggestions for improve-
Leader (FI) ' ment actions

2. | B. Program Manager Recordings, Field Notes | 32015 1h Suggestions for improve-
(Quality Manager) (FI) ' ment actions

3. | C. Section Manager Recordings, Field Notes | 32015 1h Suggestions for improve-
(Quality Manager) (HU) ' ment actions

The interviews to collect the Data 2 were conducted both, through interviewing individ-

ually and by group meetings. All interviews were recorded and field notes were taken.

Data collection 3
For the final validation, the proposal was presented to the same key stakeholders as in

Data collection 2. Table 3 below shows details of data collection 3.

Table 3. Validating the proposal: Data collection 3.

S . Relevant discussion
# Position in the company Documented Date Duration themes for the study
1 | A. Program Manager Recordings, Field Notes | 3 2016 15h Feedback of the pro-
(Quality Manager) (FI) ' ' posal
2 | B. PD relocation Project Recordings, Field Notes Feedback of the pro-
Leader (FI) 9 3.2016 1,5h posal
3 | C. Section Manager Recordings, Field Notes | 32016 15h Feedback of the pro-
(Quality Manager) (HU) ' ' posal

The interviews to collect Data 3 were conducted through workshops with the key PD
relocation stakeholders. The interview procedure was the same as for Data 2 collec-
tion. The languages used in the interviews were Finnish and English. All interviews

were recorded and field notes were taken.

2.3.2 Internal Documentation and Observations

For analysing the current state of product development, observations and examination

of the internal reports and documentation on the relocation was also conducted, in ad-
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dition to the core interview and discussions data. The internal documents included the
company internal documentation library and intranet regarding the relocation. In more
detail, these included the relocation Wiki pages, meeting minutes, mail attachments
and also both the sending and receiving side relocation areas proprietary intranet pag-

es.

The current state analysis also relied on the observations of both, the sending side and
the receiving side of the relocation. Although the key conclusions were drawn from the
interviews and discussions, making the proposal generated mostly from the collabora-

tive, transparent, documented data.

2.4 Reliability and Validity

To ensure the quality of research, reliability and validity need to be taken into consider-
ation when conducting research, especially for qualitative research. In general, Validity
describes the lawfulness of the result of a study; it can be used to ensure that it sets a
relevant research question and addresses correctly the intended goal set in the re-

search. While Reliability describes the quality and consistency of the study results.

Validity of research is proven in a way that the rigour and the research approach are
made transparent (Quinton and Smallbone 2006:126), and the solution to the research
question is based on and grounded in acknowledged academic theory.

To ensure the quality of research, the reliability and validity plan has been developed
for this study. To achieve validity in this study, the selection of data sources such as
the company internal data and interviews with stakeholders was orchestrated, aiming
at the research question. These multiple data sources ensured triangulation and per-
spectives from different angles, thus increasing the validity of the study. The evidence
of data was planned to provide holistic logic and chain of evidence to allow the re-
searcher to conduct the study comprehensively. In this study, rich evidence was
planned to be collected by interviews and internal documents analysis, and observa-

tions, with all findings carefully reported to and reviewed by the company stakeholders.

The reliability of the research is evaluable when the research is considered as repeata-
ble and conducted by someone else (Quinton and Smallbone 2006:129). To prove the
reliability, multiple data collections and cross analysis ensures the quality of findings

and conclusions. For a reliable study, the findings of the study can be replicated in an-
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other context with achieving similar results, if the conditions or the study are kept simi-
lar (Quinton and Smallbone 2006:129). Therefore, for ensuring reliability, the results of
a study should be repeatable when it uses the same procedures which should also be

carefully described by the researcher.

In this study, to ensure reliability based on qualitative research, the research problem
was focused and the approach carefully planned from the company perspective. In the
next step, a wide range of data evidence was used for enhancing the reliability of the
study results. In addition, the proposal was meant to be repeatedly revised with the
relevant stakeholders. Therefore, reliability and validity was planned to be ensured

from multiple perspectives.
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3 Current State Analysis

This section analyzes the current state of the relocated PD as it is currently done in the
case company. It starts by, first, overviewing the actual relocated product and, second,
analyzing the product development which is being relocated. Finally, the key findings

from the current state are described and summarized.

3.1 Background of the Current State Analysis of PD Relocation

The case company started the PD of one of its business critical products within the
company to a location in a different country. As explained earlier, the reason is to free
up people for new product development in the origin country and to reach cost savings.

This move comes as part of the case company strategic goal.

In this study, the current state analysis starts from the background of the PD relocation,
Section 3.1. As part of this background, it briefly introduces the Relocated product that
belongs to a knowledge intensive industry. It also describes which areas are included
in the PD, and suggests how quality management activities can be approached and
discussed in the current PD. Current activities in Quality management are discussed on
the example of three cases, from three Release areas. Their typical steps related to
Quality management are analysed, as prior to the beginning of the PD relocation pro-

ject.

After that, the current state analysis continues to the analysis of the PD relocation pro-
cess, Section 3.2. In this section, the ongoing PD relocation project is described that
started in the company in January 2015. First, the relocation process is analysed and
mapped, and the findings are presented. Second, the quality management in the ongo-
ing PD relocation process is investigated. After that, the strength and challenges of the
current PD process are summarized based on the findings from the already executed
relocation cases. This section ends with pointing to the challenges selected for this
study.

3.2 Overview of the Relocated Product

The relocated product is a mobile core network node that works as a facilitating adapt-
er between mobile networks and it has been developed for past 15 years. The product
handles and processes signalling from mobile telecom network users and payload traf-
fic when interworking between networks. The node HW is based on a number of

boards which functions are handled by application platform.
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In the early days of the relocated product life cycle, the telecom markets were in need
of a solution which would support 3G technology requirements, guarantees that the
existing links at mobile network core are never overloaded, ensures efficient media
formatting in the boundaries of mobile network, and provides meaning on value added

services. All these function were executed by this product.

In the first phase of the relocated product life cycle, the case company standardized the
relocated product solution. Due to a background of telephone exchange SW technolo-
gy culture, platforms design, broad knowledge of HW and SW design in the case com-
pany, the key stakeholders started to work on specifying and building the needed lay-

ers for the planned product.

When introduced, the relocated product was a major technological breakthrough. This
was due to innovative modeling of the product. Later on, it was not anymore possible to
design products by the old way. The first actual mobile network customer release of the
relocated product was launched in 2001 and was immediate commercial success. The
feedback from mobile network operator showed that customers appreciate the products
superior scalability, configurability and access independence. During its life cycle, the
relocated product experienced a number of evolutions. One of the major evolutions
was the new multimedia concept which was embedded to the relocated product. This
solution provides the converged Media Plane functionality in IMS networks which is

needed for supporting Video calls.

Presently, The Finnish subsidiary cooperates with the subsidiary in Hungary that manu-
factures and provides the designed SW for this product equipment. The sending side
(Finland) is responsible for controlling the product development life cycle. It reports the
development requirements and found faults to the receiving side. The receiving side
(Hungary) is responsible for codifying these to the product. In practice, the relocation
means that the receiving side will execute the same product development and mainte-
nance on same qualitative level as it was done in the sending side of the product de-

velopment, prior to the relocation.

3.3 Overview of the PD Relocation

On the sending side of the relocation, the product development (PD) of the relocated
product has been split into twelve different development areas. Figure 3 below shows

the areas of the product development.
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The Release Areas of
the Product Development

Figure 3. Twelve Release Areas of the PD.

In Figure 3, the Product development is described as a community, where the product
development and its maintenance specifically are carried out in twelve specific release
areas. These areas are organized into teams and driven by Lean and Agile principles.
The people working in the teams have different types of skills and competences.

For example, the Upgrade & Expansions release area is responsible of testing the
product SW and HW deliveries extensively by HW expansions and different SW feature
deliveries. In the other example, the Technical Management team is responsible for
driving the evolution of the competitive technical solutions of the relocated product in
the case company. The work includes participating actively in various innovation work
and technology management forums where both technology trends and new ideas of
the industry are followed. Thus, the product development has a cycle for producing and
releasing high quality product to the markets.

Next, the process of product development process is illustrated on a high level in Fig-
ure 4 below.
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Figure 4. Overview of the Product Development process.

Figure 4 describes an overall the flow of the company product development process for
the relocated product. As seen from Figure 4, the customer requirements for the new
features and functionalities are handled by the company Technical and Supply man-
agement entities, in conjunction with the Release management entity. These entities
examine the requirements and set the priority order based on what should be taken

into account in the product development. The decisions are put to the product backlog.
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The leading Product Owner forum entity examines the backlog in conjunction with the
earlier mentioned entities. The examination reveals the backlog items that are embed-
ded to the product development based on feature concept studies. The Leading prod-
uct owner makes the decision in conjunction with the Release program managers how
the developed feature is embedded to the product development funnel, based on the

mapped resources in the product development cycle.

The Product development teams handle the actual feature development. Based on the
outcome of the feature concept studies, the teams develop the features during the im-
plementation and deployment phase. The scrum masters connected to teams are re-
sponsible for tracking the development work in the teams. The Feature integration and
Release verification teams work in conjunction with the Product development where the
new software is function tested on feature level. The actual features to be released are
verified by the Feature integration team on the system level and by the Release area
teams from non-functional requirement point of view. Release areas also take care that
the legacy functionality is working from non-functional requirement perspective. The
described functions follow one single main SW track. When the main track is complet-
ed, the SW package is set to the Release branch where legacy release verification is
executed for the release candidate package. When the SW package is considered as
ready and has passed the Release branch (agreements on tollgate and feature deci-
sion models), it is rolled out to first customer acceptance in order to validate the release
in a live customer environment. After that, the SW package is launched for general

availability.

This overview of the PD process demonstrates how knowledge intensive the current
PD is, and how many efforts, from various teams, this product requires. It also gives
some understanding behind the high quality requirements expected from this product

from the customer side.

The following sub-section discusses the challenges of quality management in the PD
process of this knowledge intensive product. The state of quality management is dis-
cussed on the example of three PD Release areas (three out of 12 units) and analyzed
as prior to the PD relocation.

3.4 PD Quality Management Prior to Relocation (on the example of three units)

This sub-section analyzes the quality management process prior to the relocation, on
the example of three Release areas. This analysis showed that the quality manage-
ment steps fall into three categories: a) Actions, b) Tools and Metrics, and c) the Social
ties meaning acts of communication which bind these three together. The results of
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analysis are therefore presented in these three groups. From all twelve PD Release
areas mentioned above, three RA were selected to exemplify the product development
process. They identified the existing working practices for securing the quality of PD of

these areas. The RA’s are named as A, B and C.

(A) A-Release Area activities in the Quality Management prior to the relocation

Figure 5 below describes the actions, measurements and social ties practiced by A
Release Area in their daily work and related to managing and securing the quality of
the PD (prior the relocation). This diagram is built based on the findings from the dis-

cussions and documentation in A- Release Area.

- Software upgrade verification
test set execution based on
weekly oreated test plan

- Functicnal hardware expansions Tools and metrics

verification test set execution

based on weekly created test - Mode Manager
plan
- 0535
- Verification tests executed from ] ]
latest lcaded product software - Maoshell Social ties
packages
- Amstel

- Agile and commutative team
- Additional verification test . .
execution for forthcoming - Weekly test list = HEEmnpeadan

productrelease L e - Dailysorum meetings
- Verification testing based on » | FpTLETEE
Continuous Integration method - Wik - Soumretospectives
- Jira - No Socum Sprints executed

during working process

Software upgrade and Functional Expansion verification

Figure 5. A-Release Area activities for PD quality management.

Based on the interviews with the stakeholders from the A-Release Area, their daily
work can be divided into three main activities, as shown in Figure 5: (a) actions, (b)
tools and metrics, and (c) social ties. All three activities of elements are discussed sep-

arately below.

First, the Actions include various tasks in SW and HW testing, and verification. In prac-
tice, it means that based on the weekly test execution plan, a set of software upgrade
paths and various functional expansions are verified by A- Release Area. Software

upgrades are executed on a weekly basis using a complete set of current product SW
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packages which support the latest system software version. This is produced by Con-
tinuous Integration machinery in the case company. Continuous integration concept is
a software engineering practice that includes segregated changes in the software
which are rapidly tested and reported at the time when software is added to a larger
codebase. The goal is to correct the software faults as soon as possible to the code

base.

Second, in the Actions part, SW upgrade paths are divided into four sets. First, once a
week, one set of loaded and executable software is verified from which the upgrade is
done for the new SW package. The procedure is executed in a round robin order. Eve-
ry night, the latest local software version is automatically upgraded into a product test
node from a pre-defined, older product software package. The produced logs and sta-
tus of the product was roughly checked every morning. If something suspicious had
happened, a manual SW upgrade was repeated or trouble shooting was started. Sec-
ond, HW expansion verification test cases are also executed in the same way, in week-
ly sets, as software upgrades by the Sending side. Many of the expansions include
manual handling of the product HW equipment. This meant that such procedure could
not be completely automated. However, some verification expansion scripts could be
executed remotely. In case of a forthcoming product release, a separate test program
is executed and results are tracked in Wiki pages. Input for this program is based on
various sources and prepared by the Scrum Master with co-operation of Product Man-
agement. The new software could be taken into use in two ways for the product; by
either upgrading from older software package or by initial upgrade, when installing a
new product node or after emergency recovery. After initial installation or upgrade, the
contents of the executing package must be identical to be admissible for the product

release.

Third, In addition to the Actions, the A-Release Area also utilized the relevant Tools
and Metrics, related to securing quality. Their tools and metrics include both the previ-
ously explained general quality statement tools, but also proprietary tools for securing
the quality. In practice it means that, in the A-Release Area, various sub-tasks have
proprietary tools, metrics and documentation. Table 5 below describes the most widely

used tools and metrics of the A-Release area on a high level:
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Table 5. Tools and Metrics for securing quality in A-Release Area

3.1 .
Node Graphical tool for the | pmanual upgrade path veri-
Manager | Product manage- fication and HW expansion A
ment. testing.
3.2
System manager for )
OSS-RC ements. for upgrades path verifica- A
tion.
3.3
Text-based Element | Product development El-
hell Manager for nodes | @ment Manager used for
Moshe under product de- SW verification and HW A
velopment expansion/ product SW
package comparison.
3.4
Amstel Automated product Product verification on A
3.5 Weekl List of software ver- o o
Test L?/st sions to be tested Guideline for verification A
(Prepared weekly). | tests.
3.6 MHWeb Fault reports data- Fault reports of the prod- A
base. uct development.
3.7 A web page allowing | Repository for various
product develop- release area issues e.g.
Wiki ment community documentation, test re- A
communication. ports, tools guides and
tracking of fault reports
(linkage to MHWeb).
3.8 Product develop- )
ment tracking tool Allows Cross organiza-
JIRA for project manage- | tional task distribution and A
ment. tracking of product devel-
opment related issues.

As shown in Table 5, in addition to the general quality statement tools, the A- Release
Area evaluates the quality level of the product development also by proprietary tools.
The tool 3.1 is utilized for the SW upgrade and HW expansion tests verification for
proving the product functionality from its distinctive structural layers. The tools 3.4 au-

tomate the testing of the product, and provide analyzed results.

Finally, in addition to the Actions, and Tools and Metrics, A-Release area also utilized
the Social ties (as shown earlier in Figure 5). The relevant Social ties in their daily

work, helping to secure quality, rely on the agile process approach. In practice, A-
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Release team is agile and commutative; daily stand-up meetings are held only if need-
ed because A-Release team was closely seated. The scrum retrospectives were held
with Product Manager after major product releases. However, there is no scrum sprints

included into work process, since they are not found relevant.

In general, these daily practices were shaped over the years when the PD process was
developed by the sending side. Even if after some organizational changes, the tasks

were same. As Interviewee A explained:

“During the last five years, the Release Area was modified and re- constructed sev-
eral times. Even so, daily routines and tasks tend to keep the same as people had
in their former groups. Different sub-tasks had own proprietary tools and support

documentation”.

This response says that most of the daily work was executed manually, whereas only
some complementary automation was embedded to the A-Release daily work to diver-
sify the methods of verification and ease up the analyzing of the verification results.
Therefore, A-Release area remains very knowledge intensive and special efferent were

taken to secure quality of PD there (though these efforts were not clearly documented).

(A) B-Release Area activities in Quality Management prior to the relocation

Based on the discussions and documentation from B-Release Area analyzed in this
study, the (a) Actions, (b) Tools and Metrics, and (c) Social ties were also applied by B-
Release Area. B-Release utilized the following daily activities for securing quality of PD

(also analyzed prior to the relocation).
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Figure 6. B-Release Area activities for PD quality management.

As shown in Figure 6, B-Release area had more responsibilities compared to A-
Release Area. A-Release Actions consisted of daily and weekly test cycle using the
latest local SW version. In addition, weekly test was done by the latest system SW ver-
sion. Consequently, B-Release Area performed legacy and regression tests after the
latest system SW version was available. Based on these actions, the SW release
packages were created and delivered on a quarterly basis. In addition, B-Release area
supported daily SW build machinery, integration database, and supported other release
areas when required. Overall, B-Release area was responsible for supporting all driven

product development tracks. As interviewee C from B-Release area described:

“We were basically a body of several groups based from research and

development areas”.

This response shows that, in general, when comparing A and B Release areas, B-
Release was in the forefront of responsibility due to the fact that they did the require-
ment specifications, planning, implementing and supporting actions for other release

areas.

In addition, B-Release Area performed various sub-tasks which required proprietary
Tools and Metrics. Table 6 below shows the most widely used tools and metrics by B-
Release area on a high level.
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As shown in Table 6, in addition to the general quality statement tools, B-Release Area

also evaluates the quality level of PD also by proprietary tools. For example, tool 4.0 is

utilized for the fault corrections, delivery information and SW package and its control

file handling the product development. In addition, tool 4.3 produces system SW con-

figuration version packages and executes also automated upgrade tests and addition-

ally product verification tests.
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Finally, in addition to the Actions, Tools and Metrics B-Release Area also utilizes the
Social ties (as shown earlier in Figure 9). The relevant Social ties for securing quality
also rely on agile process approach. In practice, B-Release Area also followed the agile
principles in their daily work by being commutative, and holding daily stand-up meet-
ings regularly. The scrum retrospectives and scrum sprints were included into their
work process. As explained earlier, B-Release Area is also responsible for supporting
all PD research and development-driven product tracks in the company. Due to this
extensive role, B-Release Area had good communication and inter-relationship with

other release areas.

In general, daily work of B-Release Area consisted of high standard multilateral entity
handling developed by the sending side over the years. It consisted of continuous re-
quirement handling and improvements, not only to the developed product but also to

the product testing environments. As interviewee B described:

“We absorbed all the required features and studied them. There were many
and they were required for securing the quality of the product development

cycle”.

Thus, the daily activities of B-Release Area were really complex and knowledge inten-
sive, and the role of B-Release Area in successful releases was very considerable.
Accordingly, the activities related to quality management were also more complex and

demanding.

(A) C-Release Area activities in Quality management prior to the relocation

Based on the discussions and documentation in C-Release Area, the quality related
activities of C-Release area also fall into: (a) Actions, (b) Tools and Metrics, and (c)
Social ties. In C-Release Area, these activities included the following daily practices for

securing the quality of PD (also analyzed prior to the relocation).

As seen in Figure 7 below, the C-Release Area Actions were mainly based on daily
tests of latest local SW which included the new features of the product. In addition, the
verification was executed by the latest system SW version over the weekends by using
automation tools. Consequently, C-Release Area executed release delivery testing and
emergency release delivery verification if required by the PD management. In addition,
C-Release Area also did tool testing and contributed to tool development for the Tool
design team, and assisted in customer fault verification. Automation tool was devel-

oped and deployed for testing the SW versions produced by the product development.
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The identified (a) Actions, (b) Tools and Metrics, and (c) Social ties of C-Release Area

are shown in Figure 7 below.
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Figure 7. C-Release Area activities for PD quality management.

Figure 7 shows that, in terms of Actions, in addition to the routine quality related ac-
tions, C-Release Area also cooperated with other PD release areas (including A and B-

Release Areas). As one of C-Release Area Interviewee D described:

“We had constant cooperation and weekly meetings with the other
release areas and verification laboratory support team, due to rebuild and

configuration of the test network”.

This response demonstrates that, in general, the C-Release Area had the verification
equipment pool divided between its members. Almost all verification equipment was
frequently rebuilt together with the Test environment laboratory support team for sup-
porting the releasable features. C- Release Area also had broad connection to the par-
allel verification laboratories for testing the required features. In addition, the C Release
In addition, C-Release Area contained various sub-tasks which have proprietary Tools
and Metrics, as well as documentation. Table 7 below shows the most frequently used

tools and metrics of C-Release area on a high level.
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As seen in Table 7, C-Release Area extensively utilized various traffic load generators

(#5.0-5.3) for verification to prove the stability and robustness of the developed prod-

uct. The main purpose of these generators is to create traffic for reflecting the real live

customer network environment for stressing the product SW and equipment. In addi-

tion, the 5.5 Jenkins is used as a verification tool for testing and reporting the isolated

changes in SW build. It enables developers to find and solve defects in the developed

code base rapidly and to automate testing of the SW builds of the developed product

by continuous integration method. The purpose of continuous integration is to increase

the velocity of product developers and teams, and, at the same time, ensure that builds

are not defected, which makes this tool into one of the quality management activities.
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Similarly to A and B-Release Areas, C-Release Area also utilized Social ties (as de-
scribed earlier in Figure 7). These Social ties consisted mainly of agile process ap-
proach, the frame of scrum activities, and meetings (the same as in the other PD re-
lease areas). C-Release area had to be more commutative and responsive around the
other release areas due to its responsibility of proving reliability for the product stability
and robustness. As a result, they had good cooperation with development design in the
areas of new feature introduction and fault reports handling. In addition, C-Release
Area had a tight cooperation with the test laboratory environment support team as ex-
plained earlier. After the daily and weekly verification of the release SW, C-Release
Area distributed the test result information to product development stakeholders after

every finished test execution run.

Summing up, C-Release Area activities, which relate to quality management, included
considerable responsibility for product stability verification, in the sense, that the prod-
uct works should be stable and robust prior to the SW is released to the customer. As a
result, PD in C-Release Area during the development was closely looked at from the
product stability point of view. As one C-Release Area interviewee D described:

“Also product lifecycle have to be taken into account while doing product
development, it might have effect of the daily activities and therefore for the

product release quality”.

However, as this example shows, in this case, there were no considerable actions re-

quired because the product and its development cycle were already in a mature form.

In summary, for all three Release areas A, B and C, the release areas have different
activities for securing quality in the product development, as was demonstrated in ex-
amples above. However, though their Actions did differ, the Social ties were substan-
tially the same. This is due to the fact that agile process is a dominant approach utilized
across the product development in the whole case company. Finally, Table 8 below
combines the Tools and Metrics which were used to secure quality of the PD prior to

the relocation.
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Table 8. Tools and Metrics for securing quality in A, B and C Release Areas.

‘

Customer fault ticket chart of the product X X X
2. | All open fault ticket chart of the product X X X
3. | Release assessment X X X
4. | The Release Area radiator tool X X X
5. Wiki X X X
6. JIRA X X X
7. MHWeb X X X
8. Moshell X X X
9. Node Manager X
10. OSS-RC X
11. Amstel X
12. Weekly Test List X
13. Integration Database X
14. UPSISTA X
15. TATOOL X
16. STPRM X
17. Chaos X
18. GIT X
19. Helga X
20. Blade runner X
21. Test commander X
22. CharM X
23. Jenkins X

As seen in Table 8, approximately one third of the Tools and Metrics were commonly
utilized in the product development life cycle. The rests of them are proprietary tools
used by each release area separately. The Tools and Metrics were learned, to a large
extent, through common activities and displayed in the company Wiki pages, internal
documents and in cooperation between the PD Release Areas. This comparison
demonstrates that the Release Areas have some similarities in their approach to un-
derstanding and securing quality in the product development. These similarities allow
for applying a similar approach also to the situation when the quality needs to be se-
cured in the course of the Product development (PD) relocation. Before this challeng-
ing situation can be discussed, the study first needs to discuss the PD relocation pro-

Cess per se.
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3.5 Quality Management in the Ongoing PD Relocation Process

Currently, the PD relocation of the designated product started and was completed for
most of the product areas. The relocation has overall succeeded in these areas. There
is however some areas where the relocation is still planned, but not executed. This
section describes the ongoing PD relocation process and analyses the steps in Quality

Management during the current PD relocation.

3.5.1 Ongoing PD Relocation Process
The current timeline of relocation for each Release Area is presented in Figure 8 be-

low.

2014 2015
Jar Feb Mar Apr May Jun Jul Aug Sep Oct Nov Deg Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nowv Dec

T D
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System Integration + Flelease.ﬂ.reaf Upgrade &Expansions

Technology Management
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Releas= Verification Center .

Release Program .

Figure 8. Planned time line of the PD relocation process.

As seen in Figure 8, each product development area is highlighted in red colour in its
dedicated time line for product responsibility relocation. The blue marks at the end of
certain red lines highlights the product relocation process which could take significantly
longer period of time as the pre-defined plan indicates. This reason is that after the pre-
planning phase it is noted that these areas have broader tasks and roles which need

more extensive planning and work for relocating.
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Originally, the relocated product responsibility work started by phased planning meet-
ings and workshops between the sites during February 2014. The setup for relocating
is based on the original product development way of working of the sending side. How-
ever, currently, because the actual product development scope is declining due to the
descending development life cycle of the product, the trend of the actual product re-
leases is reducing and there is currently too much overhead. For this reason, the plan
how extensively the product development is continued and how much people is needed
at receiving side of the relocation is developed. In general, the goal is to map and
agree on the strategy and scope for the product development areas of the relocation
due to narrowing scope of the product development and increasing maintenance work
of the product; the mutual collaboration agreements and mapping of product responsi-
bility area capabilities at receiving side are identified. The relocation time line and build-
ing phases towards competence and skills relocation for selected areas are planned in
the relocated product development areas. The current overall time line of the relocation
for each area is presented in the Figure 8 above.

The current relocation has been controlled by the management team and executed by
the technical staff from both sides of the relocation. Currently, the only reporting tool for
tying the relocation is the company internal Wiki-page which combines the time plan of
the relocation (presented in Figure 5): Epics, JIRA tickets, user stories, information of
the product areas affected to relocation, blog posts and meeting minutes. Presently,
since there is no effective presentation for the relocation process yet in existence, the
researcher of this study summarized descriptions from various areas of the PD and
presented a high level illustration of the process as shown in Figure 6 below. This de-

scription is based on the observations and interviews listed in Table 1, Section 2.3.

Steps from both sides, from the sending and the receiving countries, are shown in Fig-

ure 9 which demonstrates the PD relocation process from Country A to Country B.
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Figure 9. The PD relocation process from Country A to Country B.

Figure 9 above describes the actions from both, the sending and receiving sides when

executing the PD relocation. First, the motivation to start the relocation is committed by

both sides at the beginning of the relocation process. Both sides of the relocation mu-

tually understand why the relocation is required. Here, the Baseline will be created

where all the relocated product area functions, related skills and competences re-

quirements for relocating are agreed on. Additionally, the sending side is committing for

relocating the product fully and receiving side acknowledges their commitment for

complete product responsibility after the relocation has concluded.

In Figure 9, the steps in relocation process are described one by one and divided into

actions from each side of the participants starting from the top down:
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Actions by the Sending side of relocation [1-4]

When the decision is done for the product relocation, the sending side technical ex-
perts discuss the intended product areas to be relocated in detail by defining the way
how and when the areas should be relocated. The relocated areas are categorized

based on their content criticality under three categories (Identify the baseline):

e Product area should be relocated first
¢ Product area should be relocated but later

¢ Product area should not be relocated.

The sender of the intended product to be relocated ensures the mechanism of guid-
ance for the competence and skills to be correctly delivered to the receiving side. When

this is secured, the sending side initiates the competence and skills relocation.

Actions by the Receiving side of relocation [5-7]

Concurrently, the receiving side plans and evaluates the capability aspects for the new
roles of responsibilities to be received in the relocation. The receiving side gives pro-
posals on issues such as how they would see they would work on the product devel-
opment and maintenance responsibility for the relocated areas. For the capability as-
pects, it is evaluated what is the current competence and skills levels. If the capability
for relocated area does not exist, internal or external recruitments are used. In case
there is no capability found to fill the positions, the area or task is put the on hold until
till it is found for the relocation. When the capability exists, detailed mapping of the po-
tential employees for the areas for relocation is executed (6); place the correct potential
to correct relocated area positions (Fit the baseline).

Sending and receiving side cooperation [8-17]

When the motivation and commitment is established for the relocation, as described
earlier, the first meetings of the relocation are grouped. In the meetings, the relocation
structure is built in high level; overview of the relocation is presented, preplanned re-
quirements are introduced and the capabilities of both sides for handling the relocation
are mapped. The tools for deploying the tasks for relocation are created. E.g. Epics are
disaggregated into user stories which are used for communicating the relocation to all
levels in the organization internally. On Agile approach, Epic is a descriptive entity in-

side a backlog which identifies the functional goals of a development effort for each
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area of product responsibility relocation. One Epic can contain subset of User Stories.
A User Story is a functional increment, a definition of a requirement which contains
information. Hence, the people working on the requirement can produce a reasonable

estimate of the effort they need to implement it.

The sending and receiving side cooperation combine the earlier described functions
together for the relocation. Here, the primary goal is to agree the required tasks of the
relocation so that they sit to receiving side; how the receiving side would like to work on

relocated areas (Adjustment to baseline).

When the baseline is agreed upon, the sending sides push the content of product un-
derstanding and its responsibility to the receiving side. Sending side utilizes several
methods for pushing the content dynamically by e.g. face-to-face meetings for distrib-
uting the competence and skills for groups at the receiving side. At the same time, the
receiving side adapts and mutually pulls the content towards itself. During this proce-
dure, the receiving side nominates a technical person or persons to lead responsibility

of the relocated product area on their side.

Relocation it is constantly tracked by the leaders of the relocation; has the receiving
side of the relocated product areas reached the level to take the complete responsibility
and continue the product work alone or to what extent the support of the sending side
is still required (=continuous learning involvement). There are two reasons for the
tracking; first to reach the goal of mutual understanding and the decision when the
sending side can ramp down and finalize the relocation responsibilities, and secondly

when the receiving side takes the full responsibility of the product.

3.5.2 Findings from the Ongoing PD Relocation Process

Three Release Areas, A, B and C, which were selected to exemplify the PD process
through their daily activities in Section 3.1.3, are taken again as example cases for the
PD relocation process in this section for collecting and analyzing the data for the Quali-
ty management analysis. All three release areas have now been relocated from Coun-
try A to Country B. The relocation analysis was done based on the observations, inter-
views and internal documentation. These three areas were chosen as examples be-
cause they all present the basic context of the actual PD and therefore are suitable for
analyzing the quality management activities. The analysis below starts, first, with the

comparison of the PD process and then continues to the quality management issues.
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The findings which emerged from the interviews, observations and internal documenta-

tion show that the relocation activities of the three PD Release Areas A, B and C were

quite similar, from the relocation point of view. The findings are marked on the PD relo-

cation process map and presented in Figure 10 below.
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Figure 10. Findings from the PD relocation based on the analysis of the A, B and C

Release Areas.

As shown in Figure 10, the general relocation activities were executed by both sides of

the relocation. The activities are numbered and they correspond to the executed PD

relocation occurrences from quality perspective; what qualitative actions were done in

the relocation process to secure the quality of the PD relocation and how the both sides

handled them. These key activities of the PD relocation for A, B and C Release Areas
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as are described in Appendix 2. In addition, the strengths and challenges were detect-
ed during the relocation processes. The key strengths and challenges are listed in Ta-
ble 9 and 10 below.

Table 9-10. Key strengths and challenges in PD relocation of A, B and C Release

areas.

Relocation time line: Dynamic and adjustable time line based on business

needs. Also experienced more trustworthy approach where tasks fit better.

Contributing relationship: Continuous availability and commitment for sharing

competence and skills. Feel of working together for common goal.

Relocation alignment:
Adequate relocation steering, orchestration and overall management.

Capability, competence and resource challenges:

- Capability, competence and resource shortage at the receiving side

Communication challenges:
- Failure in review communication
- Misleading communication in the beginning of the relocation process

Documentation challenges:
- Variety of ambiguous and rogue documentation.
- Content of backlog user stories is shallow.

Quality challenges:
- Deficient handling of quality in PD relocation.

- Daily work reinstated by sending side for securing the quality of the

product development life cycle.

Based on the data analysis, main activities of A, B and C Release Areas in PD reloca-
tion were basically similar with the rest of the Release Areas which were relocated to
the receiving side. Since the main focus in placed on investigating the challenges oc-
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curred in the PD relocation, the challenges were discovered in relation to capability,
competence, resource, communication, documentation and quality, as shown in Table
19.

As the case company focuses on the PD relocation and aims to reach cost savings, the
understanding of quality requirements is a key area of the relocation for ensuring that
the level of quality is not compromised during the relocation process. The findings from
the data prove the fact that quality management makes an integral part of the reloca-

tion. Based on Tables 18 and 19, the key strengths and challenges are as follows:

B. Strengths in the ongoing PD relocation:

(1) Relocation time line
The PD relocation time line was found as the most important strength by majority of the
interviewees. Early involvement had been already started few years earlier in certain
relocation areas for sharing the skills and competence to the receiving side; areas
started also pre-work earlier before the actual relocation was initiated. The relocation to
the receiving side is executed by cascading the tasks; start competence and skill im-
plementation gradually by building from elementary items or starts on already compe-
tent areas and finally work the way up to implement the area which needs the most

competence and skills. For example, as interviewee 6A explained:

“There is no strict time line in our area relocating, and therefore it is proceeding
well. We have thoroughly done required pre-work and had one extra year for
actual relocating of the area - our team is on good track”.

As seen from this example, the interviewees experienced that the relocation is very
well adjusted; dynamic time line is adjustable based on business needs. It is experi-
enced more trustworthy approach compared to classical transfer of PD because the
content of the relocated tasks fit better to receiving side. In a classical Transfer case,
the time line for relocation is much stricter for handing over the work. Also, communica-
tion if felt cumbersome in classical transfer. In addition, the employees at the Receiving
side had grown more experience on the product; there is no push or over-commitment
occurring in the relocation. As a result, receiving side does currently lot of relocated

area specific tasks by themselves, without the support of sending side.

(2) Contributing relationship
The contributing relationship was stressed, where the sending and receiving side cul-

ture of collaboration has been seen as strength. The sending side shown experience of
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the product, availability for support and commitment for sharing competence and skills,
which were seen as major contributory factors. Consequently, commitment and dedica-
tion for relocating enforced the feeling of content ownership in the receiving side. It is a
common interest to have successful product release deliveries in the future. Therefore,
both sides of relocation were felt as one organization working together for common

goal.

(3) Relocation alignment
The product relocation alignment was also seen as effective. The relocation steering
and management was experienced adequate. The relocation frame planning, proactive
and reactive actions, and organizing assistance and support for the receiving side was
orchestrated well according to interviewees. Orchestration here means that the cycle of
relocation is constant for each release area even if some tasks inside the relocation

procedure were stopped for re-planning.

C. Challenges in the ongoing PD relocation:

(A) Competence, Capability and Resource challenges
At the time of relocation of competence and skills, the flow of the relocation process
was slowed down in some areas due to a shortage of potential and competent employ-
ees at the receiving side. Additionally, the unfamiliar tasks were experienced as “black
box” by the receiving side. This had negative impact on daily work. As Interviewee 2A

from the receiving side pointed out:

“The relocation area content and actual size of the areas was a surprise; we
might have heard about them but we were not sure what it covers. We
definitely underestimated tasks and therefore we had to re-plan quite many
things”.

In some areas at the Receiving side, there had only marginal experience and only
some technical understanding at the start of the PD relocation; some roles required
deeper experience in competence and skills. In addition, the receiving side took too
many liabilities at the same time which were not aligned on their current capabilities;
the pace of the pulled tasks was too fast which resulted to overload situation; some

tasks were put on hold due to search of expertise. As Interviewee B2 argued:

“We had issues, where we had to delay some areas relocation to find
right people on positions.”

As seen from this example, the complexity of some relocated areas set challenges and

therefore requires certain competence and skills baseline. They cannot be taken and
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absorb too rapidly. Since the receiving side has limited knowledge of required baseline,

it took a relatively long time till adequate competence and skills baseline were reached.

On the other hand, this flaw in the capability reveals the need for the securing the skills
and competence of the personnel when the work is started to be relocated. As the

sending side Engineer D pointed out:

“The receiving side did not had capability ready, so they jumped between areas
of work. This meant that we had to return to execute already relocated work
ourselves”

This comment points to unawareness of the magnitude and content of the actual work
relocated. It also reveals the internal resource planning problem between the sides

which need examination more specifically.

Consequently, the receiving side investigated how to tackle against these shortages
and pursue a way to map and list required competences and capability needs. Search
for expertise and build-up for required competence and skill were carried out. However,
the pace for such actions was too slow in some relocation areas. In addition, assess-
ment of the starting point of the receiving side’s readiness was considered but not
eventually carried out. Due to these reasons, the relocation delivery was delayed in

these areas.

The shortage in the resources reveals the improvement action for the securing the
presence of available personnel when the PD work is started to be relocated. As the

receiving side Interviewee A pointed out:

“We did not had available resources so we needed to recruit and naturally,
we are in a rush to meet the release delivery objectives”

As seen from this example, after getting the resources in place, it is essential to ensure
the capability of the receiving site. The sending side relocates the PD skills and compe-
tence to receiving side which is less experienced and has less knowledge on the prod-

uct.

(B) Communication challenges
In a relocation of responsibilities, one of the primary issues is the review of the relocat-
ed tasks. The tasks review is performed during the competence and skills relocation;
the responsible(s) from both sides of the relocation work on same tasks, where the

sending side employee teaches the relocated task to the receiving side employee(s).
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The task execution and performance is then reviewed and rated. Interviewees saw that
the reviews are communicated and shared to areas in varying degree: some areas
never received explicit information automatically but only by asking it separately from

the sending side. As the receiving side interviewee 7A pointed out:

“Now we are in the phase to make tasks ourselves without active help —
if there is a problem on review we would like to see them also and not
be excluded”.

This comment demonstrates that sharing information makes relocation transparent and
therefore more confident. Transparency in communication encourages employees and
allows them to see the influence they have on the performance of the organisation.
Moreover, trust and transparency in communication should be acknowledged to reach
the acceptable level in PD relocation. In one example, the receiving side started some
not-planned work during the relocation. They started on automating the tasks and did
not communicate it to sending side. This was halted by the relocation leaders as the
results were not in line with the relocation plan; the receiving side was not yet fully

grown to the required tasks in the relocation.

In addition, at the start of the PD relocation, the content of the communication was ex-
perienced misleading what the reality corresponded at the end. If the time spent could
be used more efficiently in the beginning, the knowledge sharing activities reach more
adaptive result and outcome. Secondly, there was more information needed when the
relocation of work was destined to be started. As the sending side Interviewee E em-

phasized:
“There was un-clarity to which direction should receiving side start to do the work”.

This comment illustrates that communication between the relocation sides needs im-
provement. Misunderstanding in the relocation communication can be, however, ex-

plained in a certain extent due to differences in the expectation.

(C) Documentation challenges
The challenge in documentation was raised by interviewees indicating that the level of
test documentation and reports were not in acceptable level after the relocation of
competence and skills. As Interviewee 6A pointed as for the variety of the documenta-

tions:

“We got sometimes very implicit documentation or task description. But some
times we had very rogue documentation and explicit what was also obsolete.
Overall it could be improved”.
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In the relocation procedures the task specific backlog of user stories is one of the pri-
mary components. The user stories are descriptions from set of requirements and ex-
plain the tasks of the relocation for user. It is also communication and visibility tool for
other departments internally. As the interviewees explained that the backlog was not
clear and did not explain the complete story of the tasks at hand. As Interviewee 7A

argued about the shortcoming of the backlog:

“There is no backlog which consists of all the items, including all the small tasks.
In this relocation they are collected on the fly when the takeover is happening.”

This comment demonstrates that the acceptance criteria and exit criterion of the user
stories should be explained in more detailed and not on “gut feeling”. In some cases, it
can be measured if the documentation is able to be created by the receiving side; re-
ceiving side is not in a need of support or questions are raised during the area specific

document preparation and it is approved without exceptions by the sending side.

In addition, the update cycle of the backlog was degrading due to the fact that the relo-
cation driver left; after there was no view available of the current ongoing of the reloca-
tion. The update cycle was halted in search of the new relocation leader. After, when
the position was filled it took some time to recover the cycle because the new reloca-

tion leader was unexperienced.

(D) Quality challenges
The findings in this section, and the main challenges surfaced from the analysis, on the
example of the three PD relocation cases, point to the quality challenges. The quality
challenges should be emphasized and not underestimated because they tie together
the major concerns which influence to the quality of the PD relocation process. In rela-

tion to the quality concern, Interviewee E. said:

“When PD relocation started in our Release Area — it was thought to be over in
couple of months. However, receiving side did not have what was needed to use
directly. It took time to adapt to new.”

It was also pointed out that receiving side did experimenting work at same time, in the
middle of the relocation process. For these reasons, sending side had to take over the
daily work to secure the quality in the product development life cycle even they had
relocated the work in their knowledge. The challenges in the quality of the PD reloca-
tion can be very harmful which derail the product development cycle and also have

impact to the overall quality of the product development.
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On a more general level, it is generally unknown how PD relocation process keeps the
level of quality constant and what actual execution of relocation from quality perspec-
tive is. Therefore, the findings from the relocation examples are considered as quality
concern overall. The improvement for the process should be generated from the quality
management perspective. Therefore, quality management is selected as the key focus

for the second, more detailed round, of the current state analysis

3.5.3 Quality Management during the Ongoing PD Relocation

This sub-section analyzes the steps and tools discovered in the ongoing relocation for
ensuring and visualizing the quality by all product development Release Areas. The
findings of the tools and steps are grouped and presented below by their name, and
described by their definition and function. They are made from the data related to the

three release areas A, B and C.

First, it was found that for the ongoing PD relocation, there are no indicators or quanti-
tative formalities presently used, besides e-mails and weekly meetings. In the weekly
meetings that were held, the current state of the relocation was reported and issues
over the relocation were discussed. Second, there are neither proactive guidelines nor
qualitative formalities used for securing the quality in the PD relocation. However, there
are some quantitative and qualitative tools used for indicating how the product quality is
secured during the current PD. Table 11 below describes these aggregative tools

which display the quality characteristics of the current PD.

Table 11. Tools and Metrics for sharing quality characteristics used by the PD Release

Areas.
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As seen from Table 11, the tools of quality characteristics include the three tools com-
monly used for showing the actual product quality from customer complaints and found
faults from research and development area. The checklist for the product delivery
shares the overall information what is the product condition prior the delivery to cus-

tomer. These quality characteristics are used by all Release Areas.

First, Tool 1.1 reveals the case company customer reported fault tickets, compiled al-
together and expressed in a time lined chart for overall amount and trend. Secondly,
Tool 1.2 reveals the product development reported fault tickets, compiled also alto-
gether and expressed in a chart for overall amount and trend in timeline. Finally, Tool
1.3 is a midterm evaluation tool which assesses the product for the possible customer

release and brings forth the results for deciding is the release action possible.

Additionally, the case company utilizes several internal tools for stating and highlighting
the product quality to the entire product development community in the case company.
These tools also reflect their information to the quality characteristics Tools and Met-
rics, and are utilized by all Release Areas. The most used such tools are listed in the
Table 12 below.

Table 12. General quality statement for Tools and Metrics used by the PD Release

Areas.
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In Table 12, the Release Area radiator, Tool 2.1, indicates the current quality status of
the product software quality on node level per Release area in the PD process. The
purpose is to constantly evaluate if the product SW is releasable. It creates awareness
on serious faults that are not acceptable in the product release. In product develop-
ment, troubleshooting and repairing the fault take significant time. Hence, Radiator tool
helps to trigger required actions in time to prevent delay of the relocated product re-
leases. The Release Area and system verification feedback loop tool highlights the

entire executed product development acceptance test results and current state.

Tool 2.2, MHWeb database, is a collective database for all product development Re-
lease Areas fault reports and their corrective actions. It shows the fault report priority,
volume per product SW package, inflow/outflow volume and customer initiated fault
reports compared on yearly average. Tool 2.3, product development Wiki page, is a
collective source for all sort of product development explicit information. It also cross-
links all the required data together. Finally, JIRA, Tool 2.4, is a database where all the
findings and task requests are reported. Based on the generated JIRA ticket number,
the tasks or faults are investigated by the designated cross-functional team and correc-

tive actions are executed and reported for feedback.

Summarizing the Actions, Tools and Metrics used in the ongoing PD relocation, they
are shared and utilized internally in the case company by all PD Release Areas to fol-
low up the quality from the quality management perspective. During the current product
development cycle, the steps are experienced by the release areas as efficient for se-
curing the quality. In order to reach high quality, processes and methods of produced
SW deliveries are tested continuously and shortcomings removed. However, currently
all the steps to secure quality lie within each separate release area. It leads to the nec-
essary flexibility but also gives certain specifics and diversity to the quality manage-
ment process.

As discussed, there are twelve PD Release Areas altogether. Each of the Release Ar-
eas has diversity of activities and methods for producing results in the product devel-
opment cycle. In addition, each Release Areas secures quality not only by common
Actions, Tools and Metrics, but also by other diverse steps. These diverse steps are
mainly synchronized and transparent for all PD Release Areas around the product de-
velopment. The steps are learnt, to a large extent, through common activities and are
displayed in the company Wiki pages, internal documents and by cooperation between
the PD Release Areas. Since the quality of the PD must not be compromised during
the actual PD relocation (as discussed in section 3.2), therefore, the Quality manage-

ment should make an integral part of PD relocation.
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3.5.4 Findings from Quality Management in the Ongoing PD Relocation

The analysis of the current relocation process has shown that the 12 PD Release Are-

as have been successful in relocating their area functions.

As relates to the quality management in general, the magnitude of the PD relocation
process (Transformation; case company strategy 2014) was felt by mostly at the send-
ing side, as turmoil and subsequent turnover related to quality steps. For example, in
the ongoing PD relocation process, there were examples of quality related efforts when
automation caused some difficulties during the relocation of the daily work activities. It
was felt that automation helps in daily work, but the real work in most cases is the
things hidden behind the automation. To approach quality, it was, first, needed to get
the understanding of the Release area work (actions), and only after think how to au-
tomate it. It was also emphasized, when something does not work in automation for the
first time, the daily cycle of PD will stop. Therefore, the conclusion from the CSA also
was that the PD lifecycle had to be also taken into account before starting to manage
quality in PD relocation. However, in this case the product is already quite mature and
mostly in the maintenance mode by then. Hence, the skills and competence transition
was not that much needed at some Release areas, and the receiving side could mostly
pick up the work by looking at what was done on daily bases. While other release are-
as specifically asked for training in daily Actions before any daily work could be even

started.

The CSA also shown that the Release areas also made some more specific steps to
control and ensure quality, beyond Actions. It is customary that the Release Areas fo-
cus on customer perceived quality in the product and make sure that it exists. Conse-
quently, the quality of the actual PD process is tracked continuously by the Release
areas by using Tools and Metrics. In normal situations (outside of PD relocation), the
company commitment to quality is demonstrated and secured through a system of con-
trols. The system of controls, which can be related as Actions supported by the rele-

vant Tools and Metrics, is shown in Table 13 below.

Table 13. Steps to secure quality in all businesses in the case company (Company
Operational Quality Manual 2014: 7).

e Providing products, services and solutions that satisfy customer expectations.
1.

e Operating effective and efficient processes aligned with vision and strategies.
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¢ Releasing the full potential of our global workforce through leadership and in-

3. spiration.

e Fostering a work culture dedicated to customer satisfaction.

4.
5 e Securing compliance with relevant external standards.

e Systematically reviewing and improving the quality of our products, services,
6. solutions and operations.

As seen in Table 13, the case company guides the quality efforts for ensuring its opera-
tions, on a general level. The case company points to various aspects of quality and
demonstrates how they are integrated in daily work, so that each employee - ideally -
should be aware of the essential steps to achieve high quality levels. In addition, the
case company currently has general quality guidelines that are promoted through
communication, management commitment, defined responsibility and backing the im-
plementation by selected practices. Table 14 below presents, on a high level, the quali-

ty criteria for the PD daily actions used in the case company.

Table 14. Quality guidelines for daily work in the case company (used for a case com-

pany test report of the PD).

e The products media plane quality fulfills the expectations, has acceptable

1. characteristics and service performance.

e All required product upgrade paths are working.

2.

3 e Stability is confirmed for all the product release packages.

4 e All the applicable product traffic cases operate successfully.

5 e Possible exemption in the product quality is indicated in the release report.

As seen in Table 14, all the presented points above relate to checking the product qual-
ity status and required to be on the level where the product performs acceptable and in
full working condition. Thus, the current PD focus is found to be placed on quality, and
it is achieved by continuous improvements, based on the PD performance measure-

ments which secure effective process flows aimed at high level quality performance.
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Overall, the quality aspects are highly emphasized in the case company for securing

the reliability of the products and services in the product development.

Prior and after the ongoing PD relocation, all the quality securing activities (actions,
tools and metrics, and social ties) are typically quite common, in their core, in all PD
Release Areas. However, there are also some activities which belong specifically to
each separate PD Release area. This difference can be explained as the necessary
flexibility of the quality management process, specific for each area. At the same time,
all PD twelve Release Areas have some common (in addition to proprietary) steps for
securing quality. Therefore, these common steps can be generalized and synchronized
for outlining the PD relocation status of all PD responsible parties, with the proprietary
steps staying as Release area specific. The latter ones are developed or chosen on the
basis of their ability to meet specific requirements and expectations. Yet, most of the
release areas have common steps to secure quality by (a) actions, (b) tools and met-
rics, and (c) social ties, which make the common quality management possible in the

PD relocation process.

3.6 Summary of Strengths and Challenges

This section summarizes the current state analysis and refers to the main findings in
this section. This analysis was performed by interviewing, observing and studying the
internal documentation of the Release areas. The quality related activities, used tools
and metrics, and social ties of the employees in their daily work were investigated for
understanding the complete PD cycle of the product in the sending side of the reloca-

tion.

The analysis of the case company brought up several significant findings. They indicate
that practices in the current PD relocation have strengths and challenges. The
strengths and challenges in the current relocation are intensified in the following table
15.
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Table 15. Summary of the Strengths and Challenges of the current state of PD reloca-

tion.

A. Capability, competence and re-
source challenges:
e Shortage of -capability, compe-

tence and resource shortage at

receiving side

B. Communication challenges
e Breakdowns in review communi-
cation.
e Misleading communication in the
beginning of the relocation pro-

cess.

C. Documentation
e Variety of ambiguous and rogue
documentation.
e Content of backlog user stories

shallow.

D. Quality challenges

o Deficient handling of quality in the
PD relocation.

e Daily work recalled for securing
the quality of the product devel-
opment life cycle.

1. Relocation time line
e Dynamical and adjustable
e Experienced as more trustworthy ap-

proach.

2. Contributing relationship
e Continuous availability and commit-
ment for sharing competence and
skills.
e Feel of working together for common

goal.

3. Relocation alignment
e Adequate relocation steering, orches-

tration and management.

As shown in Table 15, the main challenges of the ongoing PD relocation can be inten-

sified into four main categories; A) Capability, competence and resource, B) Communi-

cation, C) Documentation, and E) Quality.

However, even when pointing to common needs for improvement, it should also be

taken into account that the PD relocation tasks vary in many ways, such as in the area

complexity, size and coordination. That puts additional restrictions on the interpretation

of the strengths and challenges in the PD relocation process. Evidently, more complex

areas require broader management and resourcing, while some need to focus more on

tighter administration and quality management. In consequence, this requires a selec-
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tive application of possible common quality improvements, since impact from unneces-
sary classification and meaningless procedures would then only hinder the normal PD

functions.

Thus, when pointing to the main topic of this study (ensuring quality in the PD is reloca-
tion), the found main challenges in the current PD relocation process should be ap-

proached flexibly.

The key finding from the current state is: At the moment, the process lacks straightfor-
ward and alienable procedure where Quality management can be adjusted and aligned
to the Ongoing PD relocation process. This challenge is selected to be solved in this
study. Table 16 below points to the selected area for improvement among the main

challenges identified in the current state analysis.

Table 16. The improvement requirement emerged from the challenges of the current
state of PD relocation.

A. Capability, competence and resource
challenges:
e Shortage of capability, competence and re-
source shortage at receiving side
B. Communication challenges
e Breakdowns in review communication.
e Misleading communication in the beginning
of the relocation process.
C. Documentation

e Variety of ambiguous and rogue

documentation.
e Content of backlog user stories shallow. </ —
< D. Quality challenges uality management |mproveme4nt__

e A Quality Management Frame-
o Deficient handling of quality in PD relocation. .
work to support the ongoing PD

e Daily work recalled for securing the quality of relocation process

the product development life cycle.

As seen in Table 16, the findings from current state analysis suggest that the current
PD relocation process would need an improvement related to Quality management, as

either approach, or framework, or ideally a process. This will be specified later in the
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Proposal building stage (Section 5), since it requires suggestions for quality manage-
ment from a practical perspective. Quality management is chosen due to its utmost
importance, compared to the other described challenges, which also appear as more
instrumental for supporting the ongoing PD relocations.

As for the quality related findings, the quality management in product development was
analyzed and the steps structured into three categories: a) Actions, b) Tools and Met-
rics, and c) Social ties. As discussed earlier in this study, the researcher has selected
this approach to quality management based on the analysis of both, normal PD tasks
and the relocation perspective. Table 17 below presents the summary of required quali-
ty management improvement in PD relocation, and the areas for improvement in more
detailed.

Table 17. Summary of the focus area selected for quality management improvement.

1. Actions: the Release area procedures and responsi-

bilities in the PD relocation process.

Proposing a Quality Manage-

ment Eramework 2. Tools/Metrics: the utilized tools and the knowledge

to support the ongoing PD relo- behind for PD in the Release Area(s) in the PD reloca-

cation process. tion process.

3. Social ties: the interactions and social connections
among personnel for sharing information, knowledge,

and experiences in the PD relocation process.

Based on the quality management challenges discussed earlier in this section, the next
section examines the best practice and available knowledge in quality management,

which should address the challenges in quality management in the PD relocation.
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4 Best Practice of Ensuring Quality in PD Relocations

This section discusses the best practice and available knowledge for managing the PD
relocation process. The resemblance of PD relocation to offshoring is evident in the
publications. Therefore offshoring will be briefly discussed on the examples of major
relocation cases of product development. Thirdly, quality management is discussed,
with a special attention to the quality management in order to understand its signifi-
cance in PD relocation. Finally, the conceptual framework from the above findings is

constructed for approaching challenges of this study.

4.1 Offshoring in Knowledge Intensive Industries

Offshoring is often defined as an act of relocation of the company’s processes or ser-
vices to another country (Business Dictionary). In other words, offshoring is a proce-
dure where a company business process is relocated from an onshore to a foreign des-
tination. There are also variations in definitions of offshoring. Offshoring sometimes
refers to activities which are performed in-house, but in foreign locations (Pyndt 2006:
12). It stresses that offshore must take place into a different country than the original
company’s location. Dominguez (2006:6) explains that even if the business process is
executed in a different country, it can still be carried out by the same company instead
of an offshore location. In another example, outsourcing refers to the relocation of pro-
cesses to external providers irrespective of the provider's location, whereas offshoring
refers to the relocation of processes to any foreign country, regardless of whether the
provider is external or affiliated with the firm (Nassimbeni 2011:406). Sometimes,
sourcing is offered as a more general perspective for explaining these terms. Sourcing
is an arrangement by which the work can be nominated to internal or external body
physically located anywhere (Oshri 2015:7).

As seen from these examples, the terms used by various authors can be quite differ-
ent. The difference in terms outsourcing and offshoring to different locations is illustrat-
ed in in Figure 11 below:
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Figure 11. Sourcing alternatives.

As seen in Figure 11, the locations differ between the flow of the sourcing activity de-
pending on the location of country and company. Even if terms have difference in
meaning, the purpose is apparently to point to the context of change. Presently, the
actors involved in offshoring/outsourcing are more and more often come from various

knowledge intensive industries, and relocations there have their strong specifics.

Knowledge intensive industries are preliminary defined as organizations that offer to
the market the use of highly-sophisticated knowledge or knowledge-based products
(Alvesson el al. 2004: 17). It is typically a research and development cost-based com-
pany where most of the employees have academic education and work in knowledge
intensive jobs by using their intellectual skills and competences. The key difference,
that is argued to distinguish a knowledge intensive company, is the reliance on human
capital as opposed to physical capital (Swart 2003:62). It is also the way how the hu-
man capital is applied in the company. To gain in human capital in product develop-
ment area, for example, implies the application of tacit knowledge for incremental build
up in knowledge-intensive companies. This considerable presence of tacit knowledge
makes a significant part of human capital in knowledge intensive companies. In addi-
tion, tacit knowledge can be of different types, such as s technical; as individually pre-
learned and utilized knowledge, or practiced based. It takes a long time to develop and
encompasses also the culture of the company. Both tacit and explicit knowledge that
employees operate within knowledge intensive industries make any relocations, or off-

shoring/outsourcing, extremely challenging for such companies.
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(A) Motivation to offshore for Knowledge Intensive Industries

Offshoring for knowledge intensive industries has currently become a frequent phe-
nomenon, used by such industries as IT for several years already. The strategy to off-
shore some company functions have obviously amplified and its pace increased. Glob-
ally, the offshoring of IT has been increasing more rapidly than in other industries, due
to fast technological development (Pyndt 2006: 9). As a result, offshoring has stopped
being tight to space nor equipment anymore. Companies have various motivations for
offshoring, with the main purpose being the strategic reasons of lowering the overhead
and unit costs, and eventually increase competiveness of the company. In the long
term, staffing management, work culture, overall quality and productivity in offshore
location have become better with the time. Business practice suggests that, with the
time, the company productivity will also gain, since value activities improve followed by
increase in profitability. There is evidence (Lewis 2006: 23) that offshoring reduces
direct operating costs, at least partly from the total IT operation costs. This is seen as
most convincing motivation than any other benefit. Dunning (1998: 53) identified four
general reasons behind the motivation to offshore that have not changed much since
the older times. They main reasons to offshore are illustrated in Figure 12 below.

Resources
; Motivation
S;rsa;:;g;c for Markets
Offshoring
Efficiencies

Figure 12. Four general motivations for offshoring (Dunning 1998:53).

In Figure 12, first the resource-seeking company pursues resources of foreign labour
for reducing its own costs. Secondly, a market-seeking company aims to reach local
markets, and also find foreign suppliers, institutional competence and scarce talent for

the support and improvement of services and products from the corresponding loca-
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tion. Thirdly, efficiency-seeking company pursues locations where economic obstacles
are facilitated by regulators. One example is the countries that have attractive tax ad-
vantages and immigration laws. Finally, a strategic asset-seeking company strives for
enhancing its own assets and tackling the competition by heading to the foreign mar-
kets (Dunning 1998:53). As seen from this illustration, offshoring is seen as a possible

remedy to quickly scale operations and better fit the changing market demands.

(B) Challenges in Offshoring Knowledge Intensive Industries

Even if offshoring seems to be promising for knowledge intensive industries and has
many attractive aspects, there are also various challenges. First of all, companies
make their own mistakes by not spending enough time for evaluating which of their
processes should be offshored and which not. Most of the companies have difficulty in
making distinction between the core processes and business critical processes (Aron,
Singh 2005:135). The risk of making wrong decision might end up in devastating stra-
tegic choice. Here, the ranking of company processes for candidates and prioritizing
them creates the possibility which processes should go offshore and which not (Oshri
2011:54-55).

Another major challenge which companies may encounter in offshoring their product
development operations is the structural risks (Oshri 2011:54-55). A structural risk to
predict in product development relocation is challenging due to the difficulty of creating
accurate quality metric or monitoring its outcome. Such risk may also surface when the
offshore location does not hire qualified personnel, provide training or perform certain
required work. However, when the offshore provider does not deliver expected stand-
ard the ability to evaluate such structural risks is to monitor work by qualitative metrics
(Jahns 2006: 9).

In addition to the operating risks, from the people perspective, many companies have
failed to realize that offshoring has always an emotional impact on employees. The
employees might become the loudest challenge that the offshoring process brings in
(Oshri 2011:169). Many persons go through emotional turmoil more than once during
an offshore process. To mitigate this impact, companies typically offer personal coun-

seling and financial planning for the employees under change.

Summing up, offshoring has different meanings pointing to various perspectives of re-
locating the knowledge intensive work. Although different, offshoring has some com-

mon motivations and challenges for doing it. Offshoring from knowledge intensive
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companies will be still increasing in the future. The decisions for offshoring need to be

done on strategic level, well-planned and taking into account multiple perspectives.

4.2 Project Management and Managing Major Relocations Projects in PD

Knowledge intensive industries often rely on project-based way of working, with
knowledge intensive deliveries which are often very complex. Therefore the deliveries
are broken into smaller pieces (projects) for managing them. Project management aids
knowledge intensive industries to manage correctly these pieces by setting them in
stages in a project, and creating and maintain appropriate project structures. A popular
guide for project management is the Project management Body of Knowledge (PMBOK
Guide). It is a framework containing extensive guidelines for project management,
which aims to ensure that the project targets are met. The PMBOK is a standardized
framework applied in the project management field. It is intended to be compatible with
International Organization of Standardization (ISO). PMBOK defines Project manage-

ment as

application of functions, knowledge, skills, tools and techniques for project activities

to meet and exceed the project requirements (PMBOK 2013: 6).

The basic project management consists of processes and their sub-processes. Each of
these processes requires number of stages that are progressed through in sequence.
The stages typically are: a) Initiating, b) planning, ¢) executing d) controlling, and e)
closing the project (PMBOK 2013: 5). Each stage includes preparation and approval
before proceeding to the next stage. In case of unpredictable changes during the pro-
cess, iteration is required to handle these changes. In summary, project management
and PMBOK best practice establish a general framework for delivering projects by
pointing to the beginning and end of a project, its processes and sub-processes. In the
middle, the projects are divided by various kinds of targets and planned tasks. One of
the project types is a relocation project. Being a challenging project, especially for
knowledge intensive industries, a successful relocation project requires an effective

project management, with considerable attention to quality management.

Relocation is defined as a change in the physical location of a business (Business Dic-
tionary). As discussed earlier, relocation is bound to the context of offshoring. Equip-
ment, systems, and facilities can be relocated, including operational knowledge and
experience. Any offshoring involves relocation — it is in the context of both manufactur-

ing and knowledge intensive industries relocation. However, relocation is more com-
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plex for the knowledge intensive industries compared to manufacturing. Manufacturing
relocation is a product oriented strategic decision that manages mostly tangible, physi-
cal assets such as objects created by materials. Whereas in knowledge intensive in-
dustries, relocation manages intangible, invisible assets such as skills, competences,
knowledge and other resources, such as tools in the PD. Therefore, the sending side of
relocation must have high degree of visibility of receiving side capabilities, and under-
standing of the receiving side culture and experience (Vashistha et al. 2006:158).
Based on this, the sending side can be aware of the receiving side capabilities, and
therefore decide whether the PD can be put forward strategically with the receiving side

organization.

One of the examples of relocations in the knowledge intensive functions is relocation of
PD. PD responsibility of a knowledge intensive product means obligation to high stand-
ards. The PD team must be aware of the standard quality requirements how they apply
with the particular project and how they are aligned with the customer expectations.
Understanding and establishing quality requirement is a key planning step for any pro-

ject management.

Before quality management in relocations can be discussed, relocation as a project

and as a process needs to be further discussed.

4.2.1 Process of Relocation

Relocation is a general procedure where business process is transitioned from one
country to another. Thus, the relocation process, its time line and tracking need to be
planned carefully. In the literature, relocation is often tight in transitioning of issues to
offshore. Vashistha et al. (2006:183) state that “each transition requires customization
depending on the type of work, work-flow model, the rate of transitioning resources,
and the level of work and information division between onsite and offshore.” The re-
quirements and concerns become more obvious after the decision to relocate. The
relocation process usually occurs simultaneously with the business life cycle. The re-
ceiving side of the relocation has not yet grown to the level of adequate matureness of
the sending side, even they have the resources and IT capabilities. Therefore, the re-
ceiving side must optimize itself to the sending side extraordinary processes which

usually are complex and divergent.

The transition processes are unique and therefore need a concrete management and

control of execution. ldeally, some enablers could be presented such as artifacts for
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mitigating relocation process; technical enablers, measurement enablers and social
enablers; these artifacts-enablers deliver the means for relocating work across inter-
organizational borders. An example of transition process steps is shown in Figure 13
below.

Transition Management

Figure 13. Example of transition management process (Vashistha et al.2006:183).

In Figure 13, the planning of the steps towards the desired state of the offshore is
started already before the transition agreement is signed. The receiving side of the
relocation has fewer employees for pulling the work. Therefore the number and length
of the transition stages must be extent. The planning of the amount of resources to be
transitioned, transition management, transition time lines, need for local representative,
training locals and documenting the process need to be investigated carefully. The risk
of failure is high in the transition due to dense technology and social communities in-
volved to the transition phase. For this reason, the transition risks and impacts can be
mitigated by an experienced expert, who has received experience from previous transi-
tion engagements. (Vashistha et al.2006:184) describes that the expert should design

a detailed map for the transition which include several stages, a process for document-
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ing the transition, knowledge transfer training and training program which include both
shadowing and reverse shadowing. An assigned expert may foresee the challenge in

the transition and make necessary changes before the challenge becomes irreversible.

Summing up, the best practices of transition projects in offshore context show the im-
portant roles of transition management. All of the processes are needed to be constant-
ly improved due to changing requirements in the offshoring context. However complex
any relocation project can be, product development relocation in knowledge intensive
industries involves even more complex issues related to intangible, invisible assets that
need to be constantly developed. Therefore, challenges will arise which are related to
the transition phase, the actual relocation of activities and various quality related is-
sues. Two examples below coming from major relocation projects demonstrate the

level of complexity in such projects.

4.2.2 Challenges in Major Relocations of PD

The management of major product development relocations does not come without
consequences. The observations and lessons learned from two example case studies

from literature are presented next.

(A) First case example

In this case, a major Swedish multinational company was relocating its previously ac-
quired Component development to its subsidiary in India (Smite 2006: 306-311). The
Swedish company had main PD of the component and the plan was to relocate it due
to strategic decisions; assuring penetration to other market locations and cost savings.
The relocation process was planned on top of relative compact time schedule. After the
decision to relocate, the resources at the receiving side of the relocation was started to
be looked at. Despite all activities, there was difficulty to recruit key personnel to busi-
ness critical positions. Even if flexible resources for recruitment India is vast. It was
acknowledged that finding absolute replacement for the relocated tasks is tough. It is
recommendable to recruit before the relocation is started or promote existing employ-
ees to core team functions. The focus in the core team key roles is mandatory because
the work cannot anyway be relocated completely or train people to cover everything.

When the resources were settled, next the competence and skills relocation took place;
the experienced personnel at sending side moved their skills and knowledge to less
experienced personnel at receiving side. The challenge lied in moving the previous

experience and tacit knowledge. It is not cost effective to relocate experts from the
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sending side with the product for fixed time for supporting the unexperienced personnel
at the receiving side. It is more efficient to engage with the receiving side by planned
practical hands-on training; the daily work is the most practical way to keep quality prior
and after the relocation. Also the requirement was to gradually proceed with the com-
petence and skills moving to ensure the quality and minimize the negative impact of the
PD prior and after the relocation. In addition, the emphasis should be also on compre-
hensive documentation for securing the product development assurance and maintain-

ability.

The quality of the daily product development at the turmoil of relocation process was
affected. At the same time the resources of the product development at sending side
was focusing to trainings and knowledge relocation for the receiving side. To ensure
the continuum of efficient product development and keep customer satisfaction, the
sending side decided to moderate the speed of the product development cycle in order

it to be in balance with the concurrent relocation process.

At that time, the relocation was finalized and the sending side ramp down their reloca-
tion resources for other tasks. However, at the same there usually is a risk for uncer-
tainty and need of support at sending side for taking over the product development
completely. To solve this, one thing could be to introduce a probationary period, where
the receiving side has the complete PD and sending side is only supporting by coach-

ing and mentoring for fixed time.

At that time, the cultural differences were also emphasized because there were falsely
understood expectations of the content and direction of the actual relocation by the
receiving side which delayed the relocation process. For collaboration and cultural
awareness, cross cultural training and dialogue is established as mandatory practice

for employees working at the relocation process.

The relocation was measured by its costs and timeline of the process. No measure-
ments were recorded from the relocation itself. The only one was that the relocation did
not have effect on the actual product development. However, during the relocation the
quality of the product development was challenging to capture because the cycle of the
development had been intentionally moderated to fit with the relocation process. The
actual product development quality can be only evaluated after some time when the

receiving side has done product development in full responsibility.



60

In summary, this example introduced relocating product development and revealed
practical challenges when relocating product development between countries. Addi-
tionally, the example presented recommendations; it is overall demonstrated that effec-
tive planning and management is key factor for success in managing relocation pro-

jects.

(B) Second case example

In this case, an onshore SW product development company in US planned to offshore
the development of one of their business critical processing engines front-end devel-
opment to offshore company which develops SW products and provides SW develop-
ment services (Kussmaul et al. 2004:147-154). The offshoring of product development
was executed due to various reasons. The top most reason was resource shortage of
architects and cash flow savings because the onshore company was already support-

ing significant product development effort.

The project started by the offshore consultant working and studying the onshore com-
pany domain for hourly base in the onshore company. At the end, the consultant pro-
vided proof- of-concept and a demo. Based on the outcome, the onshore company
decided to outsource its front-end development to the offshore company. At the start of
the transition, agile approach was decided to be used as activity for transit the product
architecture and feature to be used (a product backlog was developed). The onshore
personnel sign the required milestones, features, working time and cost range to the
backlog. After this, the offshore team decides the scope and time when the work is

completed.

Both onshore and offshore team use shared mailing list for communication where sta-
tus of the product is distributed and problems/questions are discussed. In addition,
short daily meetings kept for reviews and central database is utilized bilaterally by both
teams for keeping the code in working order all the time. The top priority of the onshore
team is to solve all the problems that are discussed in the daily meetings. Offshore
team focuses on low-level design and associated documentation. The key element is
considered to be the efficient, continuous collaboration between the onshore and off-

shore teams.

In summary, this offshoring case produced some lessons learned for which the most
important findings are described. Frequent and early delivery of working SW allows

time to review and make required changes for which then builds confidence among
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both side of the teams (not worked before together) and builds up efficient communica-
tion between all the participants. It is emphasized that effective communication should
be built up early. Such as in example, an on-line and off-line communication method
such as on-line chats and email. It facilitates the both team interworking in product de-

velopment towards the common goal.

These examples demonstrated two product development relocation cases from
knowledge intensive industries and their learned key lessons. The key lessons empha-
sized the challenges for organizations in relocations to outsourcing or offshoring desti-
nations. The findings from both examples, however, ended up not discussing the chal-
lenges of quality management. They do not suggest any recommendations to be con-
sidered for quality management to support the ongoing PD relocations; nor identify any
actions, tools/metrics or other steps quality management in relocation. Thus, no quality
management aspects are discussed though it is an obvious matter in any offshoring
case that should be taken in to account. This send a strong signal that the issue of
quality apparently is not yet investigated enough. Therefore it needs additional efforts
to synthesize such an approach to quality management from a more general manage-
ment field.

4.3 Quality and Quality Management in Projects

As described in the beginning of this study, quality is meeting the customer require-
ments. Quality is defined as the standard of something as measured against other
things of a similar kind; the degree of excellence (Oxford dictionaries). Its nature and
classification meet the properties what it is measured for. Humble et al describes that it
is important to deliver sufficient quality to bring value to the users (Humble et al.2011:
12). By this way, the customer requirements are met by keeping the level of the quality
in acceptable level.

Quality management is defined as a method to identify and reduce the opportunities for
defects which cause reduction in the quality process outcomes (Business Dictionary).
Quality management is also defined as one of the key elements in the organizations;
quality management addresses methods and tools ensuring that the quality is kept
constant. Its purpose is to make sure that the project meets the need for the reasons it
was taken and initiated. Consequently, the process of quality management provides
the means by which the process integration and deployment fits qualitatively through-

out the offshoring, transition or relocation process. In product development, it is abso-


http://www.oxforddictionaries.com/definition/english/excellence#excellence__2
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lutely beneficial action to secure a high level of quality, especially in the relocation con-

text.

4.3.1 Quality Management in PD

On the example of IT as a knowledge intensive industry, Kannabiran (2011) noticed
that meeting extensive quality requirements in offshoring engagements is a considera-
ble challenge due to the very nature of development in SW. Quality management is
one of the methods for eliminating inefficiencies in the SW development processes. Six
key factors of driving quality in SW projects were identified and included in an offshor-
ing quality management model. Figure 14 below illustrates the six drivers of software

quality in the context of offshore SW development.

Requirements
Certainty \ Communication
Software / & Control
Quaality
Technology Trained
S > FUNCTIONALITY e
Infrastructare RELIABILITY | $——__| Personnel
MAINTAINABILITY)
USABILITY
/ PERFORMANCE
\ Knowledge
Process Maturity Transfer and
Integration

Figure 14. Six drivers of quality in the context of offshoring SW development
(Kannabiran et al. 2011:1203).

Based on Figure 14, the six drivers for software quality and its associated attributes
include: the requirements certainty, technology infrastructure, process maturity, com-
munication & control, trained personnel, and knowledge transfer and integration. The
software quality associated attributes are reliability, maintainability, usability and per-

formance.

According to the results, the quality is impacted by technology infrastructure. The relia-
bility of the software is met when the requirements focus on to use adequate tools and
platforms. Most of the projects that are offshored are developed through extensive use
of tools for process automation and reusable codes and therefore have direct impact

on the reliability of the software.
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In the study by Kannabiran et al., the trained personnel have significant relationship
with the functionality of software quality in the offshore context. In the case of offshor-
ing, trained personnel had a positive effect on software quality. Therefore, their availa-
bility is essential to be ensured throughout the development life cycle of software de-

velopment.

It was also emphasized that good level of communication and their processes within
both onshore and offshore, help to improve the usability of the software. Good commu-
nication assists on capturing the requirements properly and therefore ensures reliable
software for the customers. However, culture and differences in time zone affect the

decision making and reporting communication.

The requirements certainty also play a significant role, which refers to uncertain or un-
known requirements which create disruption in the software development and therefore
its quality thus its volume must be kept low. The nature of offshoring has restricted
scope for repeated requirement validations, and therefore it affects all the attributes of
software quality. Furthermore, if the goal is on the long-term usefulness of the software,

the requirement certainty must be focused.

Finally, the process maturity defines the consistency and characteristics of software
development processes. It has impact to the functionality, reliability and maintainability
of the software quality. For sustaining success in process maturity will depend on con-
stant tuning of the process to achieve the expected quality in the software development

environments.

The case study suggests that by gaining business and technical knowledge, the organ-
ization can implement processes to achieve knowledge transfer integration, applied for
software development. The approach of offshoring provides restricted time window for
offshore team to understand the technical and business complexities. This have an
effect to the functionality of the software and therefore, to its quality. Overall, the soft-
ware quality and the importance of quality management systems in offshore site were
adequate area for the study because it generally is a concern for the management in

knowledge intensive industries.

Summing up, best practices of transition management process and software quality in
offshore context identify and evaluate factors which influence the SW development
guality on offshore sites. The important role of quality management in offshoring

knowledge intensive industries is obviously emphasized in the need for all processes to
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be constantly improved. The next section concentrates on the tools and means to ex-

ercise quality management in complex projects.

4.3.2 Quality Management in Complex Projects

The quality management process is best discussed by the PMBOK guide. It includes
processes and activities which are intended for supporting the undertaken project. It
aims to ensure that the project and product requirements are met within the context of
the project. The PMBOK guide for quality management consists of three main areas as
shown in Figure 15 below.

Project Quality

Management Overview

8.2 Perform Quality
Assurance

8.1 Plan Quality
Management

8.3 Control Quality

1 Inputs 1 Inputs 1 Inputs
1 Project management plan 1 Quality management plan | Project managemant plan
2 Stakeholder register 2 Process improvement plan .2 Quality metrics
3 Risk register 3 Quality metrics 3 Quality checklists
1 4 Requirements documentation L 4 Quality control measuramants Loy A Work parformance data
5 Enterprise environmental 5 Project documents 5 Approved change requests
factors 6 Deliverables
6 Drganizational process assets 2 Tools & Techniques 7 Project documents
1 Quality management and A8 Drganizational process assets
2 Tools & Technigues control tools
1 Cost-benefit analysis 2 Quality audits .2 Tools & Technigues
2 Cost of quality 3 Process analysis 1 Seven basic quality tools
3 Seven basic quality tools .2 Statistical sampling
4 Benchmarking 3 Dutputs 3 Inspaction
5 Design of expenimeants 1 Change requests A Approved change requests
B Statistical sampling 2 Project management plan raview
7 Additional quality planning updaies
tools 3 Project documents updates 3 Outputs
& Meetings 4 Organizational process assets A Quality control measurements
updates .2 Validated changes
3 Outputs . A .3 Verfied deliverables
1 Ouality management plan A Woark performance information
2 Process improvement plan 5 Change requests
.3 Quality matrics 6 Project management plan
4 Quality checkiists updates
.5 Project documaents updates .7 Project documents updates
A >y 8 Organizational process assets
updates
A /

Figure 15. Project Management Quality overview (PMBOK guide 2013: 230).

As seen in Figure 15, PMBOK identifies the stages and their content related to the
quality management. Each stage has descriptive input and output containing tools and

techniques which are described as follows,

Plan Quality Management provides the overall plan to identify, organize and place the
requirements for the project based on adherence of quality requirements (PMBOK
guide 2013: 227). It also provides to definition of quality management actions and di-
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rection how quality is managed in the project. Quality management planning can be
executed at the same time as e.g. the project time line adjustment or planning cost
processes. It can be reviewed once the information about the declining quality in the
project is surfaced. In addition, by making the use of the information from key findings
from previous relocations and passing that information to the quality management adds

value for the company possible future relocations.

The Quality Assurance provides the activities that examine business processes to en-
sure that they maintain acceptable level of wanted quality. It audits the quality man-
agement planning process flaws and faults during the working process of integrating
the project process. Basically it offers the protection for design, development, integra-
tion, testing and documentation quality which is established by the company quality
standards (PMBOK guide 2013: 242-247). It contains all activities for ensuring that the
quality system is implemented to support the projects performance and deliverables
which are agreed with the relevant quality standard. The goal is to assure the by identi-
fying possible risks, problems and preventing them before they arise.

Control Quality is set of activities that monitor the process of the project and produce
measurements from the results. The activities should be utilized during the project
planning, execution and closing stages for providing the collective tests and reviews for
final acceptance criteria. The main goal is to ensure that the set criteria’s and project
deliverables stick to the agreed specifications (PMBOK guide 2013: 248-250). The pro-
ject performance is monitored in order to support relevant quality requirements and

gain satisfying results. The goal is to find the source of the errors and remove them.

Each of the PMBOK quality management stages has their defined standard models;
the inputs are handled by respective tools/ techniques, which then provide the neces-
sary outputs. These process specifications are consistent and focused on project level
only. The three quality management stage processes have tangible items such as qual-

ity management and control tools, quality metrics and quality checklists.

Summing up, this section introduced best practice of quality management on the ex-
ample of the overall QM approach, as well as particular tools, metrics and checklists
suggested by the quality management (PMBOK) model. This example points to effec-
tive quality management practices for quality management as the key success factors

for supporting quality in major relocation projects in knowledge intensive industries.
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The findings from literature and best practices are merged into the conceptual frame-

work in the next sub-section.

4.4 Building Conceptual Framework

Presently, many knowledge intensive companies relocate their knowledge intensive
processes to another country due to various reasons. The top most reason is due to
strategic decision where cost savings play an important role. In addition, it is always a
requirement from the owners of the knowledge intensive processes to ensure that their
relocated processes or products would meet the customer needs. Therefore, when the
actual relocation occurs, the companies’ ambition is to support the PD quality during
and after the relocation process. Although discussed for settled processes, quality in
major relocation projects have never been discussed in detail previously, especially for

the knowledge intensive industries.

Quality has become an important factor for the survival and success of the companies.
Hence, the emphasis on quality management has increased. Quality management is
one of the key tenets for support success in the offshoring endeavours to another
country. Knowledge intensive industries which have technological expertise and have
developed their products and processes in one context for a substantial time have sig-
nificant challenges when faced with the requirement to ensure quality, also during the
relocation project itself. There is simply no reference to use for such cases, while busi-
nesses expect that complex processes can still be relocated to another country without
major vulnerability. Here, one of the essential elements, as was shown on the example
of knowledge intensive relocations, relates to quality management. Based on the exist-
ing knowledge, as well as the experience of the case company of this study, Quality
management can be pursued from the perspective of supporting the activities, tools,

metrics and also social interactions during the relocation process.

In this study, based on the findings from business and academic publications, the con-
ceptual framework is built from the core ideas on supporting PD relocation coming from
(a) project management and project quality management, (b) relocation process mod-
els and relocation case examples from major relocation, and (c) quality management in
IT development projects. Consequently, the conceptual framework approach is sum-

marized as shown in Figure 16 below.
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Knowledge intensive work in offshoring context
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Figure 16. Conceptual framework for building Quality Management process.

This conceptual framework takes into account best practice for quality management
and project management focused on exploring a possible approach to relocating the
knowledge intensive work, but also includes suggestions from case examples and
practices pointing to concreate actions, tools/technology, communication, planning,
performing and controlling as ways to support PD relocation project when offshoring in

knowledge intensive industries.
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5 Proposal Building

This section presents the proposal for quality management approach for product de-
velopment (PD) relocation in the case company. The section starts by describing the
key findings from the current state of PD relocation and matches them to the related
best practice found from literature. Secondly, the stakeholder suggestions for building
the proposal are described. Finally, the initial proposal for quality management in PD

relocation is presented.

5.1 Overview of the Current State Analysis (Data 1) and Best Practice

This section merges the results from the current state analysis of PD relocation (Sec-
tion 3) and best practice found from literature, and presents a starting point for building

an initial proposal for quality management based on them.

In the course of CSA (Section 3), semi-structured interviews, observations, internal
documents were analysed and the main challenges were identified. In Section 4, the
existing knowledge from literature was searched for creating the Quality Management
Framework. During the current state analysis, the key finding was that, at the moment,
the process lacks straightforward and alienable procedure where quality management
can be adjusted and aligned to the ongoing PD relocation process. This challenge was
selected as the focus in this study.

Based on the findings from current state analysis, the ongoing PD relocation process
would need an improvement related to Quality management shaped as either an ap-
proach, or a framework, or a process. This will be specified below, during the Proposal
building stage. As for the existing quality related activities performed by the Release
areas currently, they were identified, analysed and structured as falling into three cate-
gories: 1) Actions, 2) Tools and metrics, and 3) Social ties. These activities made a
good foundation for developing a QM Framework from this point onwards. Observa-
tions done in the CSA also revealed the strengths and weaknesses of these types of
activities, from both the ongoing PD relocation and the quality management perspec-

tives.

Table 18 below reminds of the focus area selected as a basis for a quality manage-

ment proposal.
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Table 18. Summary of the focus area selected for quality management improvement.

1. Actions: the Release Area procedures and responsibilities

in the PD relocation process.

A Quality Management

Framework to supportthe | 5 Tqols/Metrics: the utilized tools and the knowledge behind

ongoing PD relocation pro- | for pp in the Release Area(s) in the PD relocation process.

cess.

3. Social ties: the interactions and social connections among
personnel for sharing information, knowledge, and experiences

in the PD relocation process.

These and similar steps were later observed in Existing knowledge and studies and
cases published on quality management. Therefore, the same logic of dividing the
steps into: 1) Actions, 2) Tools and metrics, and 3) Social ties were preserved in the
Conceptual framework. Based on this, best practice suggestions were searched for,
according to this logic, blended into the Conceptual framework, and also applied for
building the Proposal.

Thus, the Proposal below will focus on developing a Quality Management Framework
for improving the ongoing PD relocation process as a Proposal in this study. This focus
was formulated as an instrumental framework for managing quality in the PD reloca-
tion. This proposal addresses the challenges identified in the CSA, but at the same
time retains its strengths. The proposal is built in a collaborative manner, together with

the key stakeholders, and presented in Section 5 below.

5.2 Suggestions for Proposal Development (Data 2)

This section describes the discussions with the relevant stakeholders which were con-
ducted for bringing up suggestions for proposal building regarding the current activities
in the PD relocation.

The stakeholders for the discussion were selected from both sides of the current relo-
cation. Data 2 was collected by interviewing the stakeholders in individual and group

discussion. There was no formal questionnaire needed because the stakeholders had
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detailed suggestions for each specific topic which brought up suggestions for improving
the current PD relocation process. The suggestions were collected for building pro-
posal. The following Table 19 sums up the suggestions provided by the stakeholders

on each identified challenge.

Table 19. Suggestions (Data 2) for building proposal for the QM Framework to support
the ongoing PD relocations. (Based on introducing CSA, CF and best practice to

stakeholders).

Concep-

tual Framework
CSA

Project Management
= logic of stages
for the suggest-
ed QMF.

Stages and ranking
different levels of
maturity in the relo-
cation.

The PD relocation Project Leader
suggested that there should be some
kind of stages and ranking designed
for different levels of maturity
(knowledge, tasks) for the relocation,
and possibility to modify it accordingly
for the future relocations.

Process of Relocation
and Major Relocation
cases + CSA
= building from
Lessons learnt
from 3 detailed
cases, from 3
Release areas

Applying the expe-
rience from the
past relocation cas-
es to the remaining
relocation cases.

The PD relocation Project Leader
mentioned that there should the Les-
sons learnt (e.g. things listed) what
has been done in the relocation, and
pick up the experienced benefits from
there. Benefits could be utilized in the
remaining relocation cases.

Project Quality
Management
= Evaluation for
stages in the
proposed QMF

Checking the relo-
cation health and
that it is on the right
track.

The Program Manager suggested
ensuring the expected tasks in the
relocation, when going step by step.
There are indicators defined, which
describe that on certain time, certain
issues must be in order to remain on
track.

Project Quality
Management
= Checklists for
stages in for the
suggested QMF

Avoiding pitfalls in
the quality of PD
during the relocation
->

checking the relo-
cation it is on the
right track.

The Program Manager suggested
that it should be checked that there
are no PD quality affecting pitfalls;
there is a risk that something may
have been overseen in the relocation.

In such cases, it would be good to
control those things, prepare for oc-
curring impediments during the way.
One thing could be to prepare a pre-
ventive and comprehensive plan for
relocation.

Project Quality Man-
agement
= a Proactive
guide, related to
the stages of the
ongoing PD relo-
cation, for the
suggested QMF.

Creating a Proac-
tive guide for clari-
fying the relocation
activities. Stress on
relocation Prepar-
ing, Planning, Re-
viewing, Imple-
menting, Verifying,
and Follow-up.

The Program Manager advised that
there are plenty of PD areas that
involve a variety of tasks. Each area
has a different turnaround during the
relocation project. Therefore, these
should be well taken in account during
the relocation, and treated in se-
guence.
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6. | Process of Relocation Supporting the way | The Section Manager suggested it is
and Major Relocations + | to manage new very important from Release areas’
CSA Knowledge content | perspective to debrief any details how

= keeping the and PD tasks (1.2.3) | the quality can be split into meaning-
structure of 1. in some logical, ful parts, treated and checked. This
Actions, 2. understandable way | split helps to see how the relocation
Tools& metrics, should go (quality-wise) and have
3. Social ties for certainty that everything is covered,
the suggested from the quality perspective.
QMF.

7. | Process of Relocation Proposing the ways | The Section Manager suggested
and Major Relocations + | to manage infor- focusing on open communication by
CSA mation sharing. sharing the information in the reloca-

= a special focus tion; it is very important from Release

on Social ties/ perspective somehow to debrief any

Interaction (by details how it went and have certainty

checking it in that everything is covered.

Evaluation and

Checklists) for The Section Manager also explained,

the suggested “If one side in the relocation has prob-

QMF lem in recruiting, PD task ramp up or
has overload, it must be well commu-
nicated.”

As seen in Table 19, these summarized key suggestions from the stakeholders were
built around the challenges in quality management in the current PD relocation. Based
on them, the initial proposal was developed and further discussed with the stakehold-
ers for detailed feedback, including the additional documents supporting the Proposal.
Based on several iterations of stakeholder involvement (interviews, discussions, work-

shops, brainstorming), the proposal was formulated into the Initial Proposal, as below.

5.3 Proposal for Quality Management Framework

The proposal is build based on the information collected in semi-structured interviews,
discussions, workshops, etc. from the relocation stakeholders, by observations, internal
document analysis, and by investigating the best practice from literature. To build this
Proposal draft, the suggestions from the relocation stakeholders from the three Re-

lease areas A, B and C (involved in CSA) were involved.

The proposal suggests a Quality Management Framework (QMF) how the case com-
pany, in a knowledge intensive industry, can manage quality when relocating its prod-
uct development (PD) to another country. The proposal for the Quality Management
Framework (process) consists of: 1) Proactive Guide for PD relocation, 2) Checklists,

and 3) Evaluations for managing quality in PD relocation.
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5.3.1 Framework for Managing Quality in PD Relocation

The Figure 17 below presents the Quality Management Framework and shows its con-

nected functions.
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Figure 17. The Quality Management Framework.
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As shown in Figure 17, the Quality Management Framework (QMF) is composed of
three distinctive Stages (Stages 1, 2 and 3). Each stage consists of product develop-
ment tasks of PD and associated knowledge content. The stages are in a sequenced
order since, upon entering the QMF, the each stage is evaluated and accepted before
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proceeding to the next one. Finally, when all stages are completed, the PD relocation

process is closed. Each stage is described separately below.

First, the proposed QMF starts with the input from the Proactive Guide for product de-
velopment relocation. It suggests practices for Preparing, Planning, Reviewing, (Pilot-
ing, if required), Verifying and Tracking the relocation project. This guide is not pre-
scriptive and therefore adapted by each Release Area to their particular needs, in a
way that fits to their objectives. As soon as the sending and the receiving sides of the
relocation become known with (a) the Relocation project and (b) Proactive Guide, the

implementation of actual stages begins.

Second, in any Stage, the relocation of Product development tasks include relocation
and mastering the following activities: 1) Actions, or the ways of working that are re-
quired by a Release Area for managing their daily work of PD, 2) Tools and metrics
which are utilized for managing and supporting the actions in PD in daily work, 3) So-
cial ties, or adequate communication connections in daily work of PD. Thus, product
development tasks (PD tasks) relate to the box inside each stage:

Actions Tools! Social
Metrics Ties

Product development tasks

Third, the relocation of Knowledge content relates to the level of the receiving side
skills and competence needed in PD tasks for acceptable execution of daily work. In
other words, the receiving side needs to understand and learn this Knowledge content
in order to work effectively. Due to the complexity of knowledge intensive content of
PD, the knowledge content can be roughly divided into three categories: 1) Basic, 2)
Intermediate, and 3) Advanced. The content of each category is particular to each Re-
lease area and therefore not specified here. Three categories are distinguished to ease
their maturity evaluation (which is also developed by each Release Area separately, to
meet their specific quality requirements). An example of structuring the knowledge con-
tent for Stage 1 is given in Appendix 4. The Knowledge content for each stage has the

same structure as shown next:
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Knowledge content (as shown in Appendix 4) consists of maturity levels for skills and
competences required in PD. They identify what is the current maturity level of the re-
ceiving side, either for the individual or team skills and competences (Basic, Intermedi-
ate or Advanced). These levels serve as the starting point for evaluation and
knowledge improvement. They set the goals for the training of skills and competences

in each stage for reaching the required levels.

The training is organized so that the receiving side should absorb the knowledge and
best practice, develop their skills and competencies in order to gain the necessary
qualifications and work effectively for PD. The mechanism describes the methods for
communicating and training in the PD relocation. These multiple ways of communica-

tion help to reinforce the main messages in relocating PD tasks.

Fourth, in order to support effective relocation, the Checklist lists and assesses the PD
tasks executed by the receiving side during the relocation. It checks that none of the
PD tasks containing Knowledge content is overlooked, and it helps to briefly assess
that they are properly absorbed during the PD task relocation. It also checks that the
PD tasks fit to the receiving side organization; if necessary, it may also point to the ma-
turity level of skills and competences of the receiving side in these PD tasks. Therefore,
it acts as an instrument in ensuring the quality of PD life-cycle continuum. The checklist
is developed and adjusted for each Stage and each Release Area, and their PD tasks
(Actions, Tools/Metrics and Social ties).

Finally, based on these steps, the Evaluation between the stages focuses on the na-
ture of the PD relocation results and evaluates if possible and how to move to the next

stage.

In the following sub-sections, the other parts of the QMF are discussed in more detail:

the Proactive Guide, Checklist and Evaluation.
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5.3.2 Proactive Guide for PD Relocation

The Proactive Guide is created for managing relocation activities and coordinating the
sending and receiving side to ensure that they realize what is needed for handling their
daily work in relocation. The guide proposes guidelines for managing PD relocation in
the organization. The guide explains the steps and practices, in sequence, for Prepar-
ing, Planning, Reviewing, (Piloting, if required), Verifying and Tracking the PD reloca-

tion. It first defines the main activity and their sub-activities under each main activity.

The guide is not prescriptive and each Release Areas should take care to adjust this
guide and make alterations, in order to fit their own objectives. The table of content of

the Guide is shown in Appendix 5. Next, the main activities are briefly described.

A. Prepare for the PD relocation

This section describes the preparation for relocation by declaring a relocation
team and representatives around the relocation, investigation of the team skills

and competence gaps, and provision of training, as appropriate.

B. Create the PD relocation plan

The PD relocation plan details the functions that must be performed to accom-
plish a successful relocation. It provides instructions on how to handle every
task associated with relocation effort. The plan proposes the roles and respon-
sibilities, communication and coordination relationship for each side of reloca-
tion. In addition, the requirements and commitment needed for DP relocation
are described, as is the map and schedule of PD tasks required for relocation
explained. Finally, the identification of knowledge sharing and determination of
training, performance indicator creation and tracking, and proposal for contin-

gency plan are presented.

C. Review of the PD relocation plan.

In this section, the review is done ensuring that the organization requirements
are being met by the receiving side organization. The review proposes that all
relevant procedures are in place, or considered, for PD task relocation. Conse-
quently, the plan is sent finally to the relevant stakeholders for approval. Finally,
the PD relocation plan is constantly reviewed and maintained during the whole

PD relocation life-cycle.
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Implement PD relocation pilot - if required and possible.

The PD relocation can be moderate to complex in scope. Therefore, a pilot
could be planned and executed. In case previous experience in the PD skills
and competence does not exist, a pilot project can be undertaken which serves
as an assessment for the actual PD relocation. In addition, piloting can be used
when there is doubt about the effectiveness of the Proactive Guide in reloca-
tion. A pilot can be used as a trial especially where there are clear expectations
and deliverables, and the requirements are well documented. The guide defines
the pilot planning and tracking of the progress, when initiated. In case of devia-
tions, it is proposed that the required actions are taken and tracked for closure.
Finally, the original PD relocation plan is updated based on the lessons learned

from the pilot.

Verify readiness for successful PD relocation to the receiving side.

Successful relocation is dependent upon the ability to relocate or start up PD at
the receiving side with stable and approved plan, and with minimal problems.
This section provides information for verifying the readiness of PD relocation.
The information consists of the interaction mechanisms, physical and techno-
logical environment, manning, procedures and guidelines, and contingency
plan. The findings during the readiness verification are brought up, refined to fit
into the detailed relocation plan, and then described into to the plan, as appro-
priate.

Track status and progress of the PD relocation against the plan.

This section explains the tracking the progress of the started PD relocation. In
case of deviations in the relocation progress occurs, they are tracked, collected
and required actions are taken to sort out the deviations. In addition, the con-
tingency plan for continuity of PD life-cycle is triggered in case of deadlock situ-

ation in the relocation.

The more detailed content should be specified by Release areas, according to
the common logic of suggested QMF. The content of the Proactive guide is

shown in Appendix 5.
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5.3.3 Checklist

The purpose of the Checklist is to provide consistent means for determining the per-
formance of the receiving side, at a particular moment. Based on this logic, the sending
side will develop a questionnaire for each QMF Stage which includes the relocated
Actions, Tools/Metrics and Social ties. The questions are Release Area specific. They
evaluate the maturity level of knowledge content absorbed by the receiving side, when
it occurs. The difficulty level of checklist questions depend on how far through the stage

the checklist is executed.

The checklist is targeted for both sides of the PD relocation, the sending side and re-
ceiving side. In addition, also the third party (e.g. external instructor) can be checked.
The questionnaire can be created separately for a team or for the individual in the
team; an individual may have different starting points and experience which does not

apply to the whole team.

The checklist is developed by the assigned expert of the Release Area. Example of the
checkilist is shown in Appendix 6. The questions in the Checklist questionnaire are pre-
pared focusing on both the relocation Knowledge content of PD tasks and lessons
learnt during the relocation. To check the Knowledge content in each stage at QMF,
the checklist questions have three maturity levels; 1) Basic, 2) Intermediate and 3) Ad-
vanced. The questions are different in difficulty, and the difficulty of questions is grow-
ing. It helps the expert to see the level of knowledge of the receiving side, at a particu-
lar moment. The questionnaire is targeted separately to assess each PD task (Actions,
Tools/Metrics and Social ties), and answered in written format. In addition, the re-
sponder enters the marking to the adjacent column of each answer based on the im-
portance of the issue in PD from the responder’s point of view. In addition, the checklist
can be presented as an online QM tool targeted at the relevant stage and side. Appen-

dix 7, 8 and 9 present examples of the online checklist tool.

The checklist can be used to list the PD tasks and ensure that they are confidently de-
ployed. The checklist points to the success, as well as areas for improvement without
focusing on specific mistakes by an individual. This information is essential, and it is
handled confidentially so that no one is hold against the results. The checklist of each
QMF stage includes the PD tasks: Actions, Tools/Metrics, and Social ties. The goal is

to reveal the real state of the PD relocation and proceedings on each stage.
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5.3.4 Evaluation

As any Stage comes to an end, evaluation is done to assess the PD tasks and
Knowledge content relocated to the receiving side. The evaluation is based on a report
on the findings and recommendations in the relocation, and presents a conclusion as

for meeting the expectations from the managers of PD relocation.

The evaluation is reported to the managers steering the relocation. The managers may
use the requirements as they are described in the Proactive Guide as a roadmap and
the evaluation results as guidance for helping them to keep the right focus through the
relocation process. By evaluating each stage, it will allow managers to make timely
improvements and reach the relocation objectives. In addition, the evaluation ensures
that each requirement is appropriately addressed and there are no issues that have

been forgotten or fallen out. This applies to each stage in the QMF.

The relocation team creates the Evaluation report (see an example of working instruc-
tion in Appendix 10 for the managers). The evaluation report is based on checklist as-
sessments, observations in the relocation process and discussion with the individuals
or team working for PD and serves as a gate to the next stage. The evaluation reports
are reported to the managers of the relocation. Any issues or deviations are brought
up, discussed, and consequently dealt by the managers.

Summing up, the proposed QMF is proposed as integrated to the actual PD relocation
process, with the defined quality management activities in order to secure quality in PD
relocations. This approach does not attempt to capture the complete details either of
the PD relocation project or quality management activities for each of 12 Release Are-
as, since it would require different activities for each Release Area. But the proposed
QMF sets up a framework for supporting the ongoing PD relocation and potentially fu-
ture relocations. As shown in Proposal, the eventual target was to secure quality in PD
relocations. However, it should be further piloted in other Release Areas and then de-
cided, if the relocation should happen based on the proposed logic (from stage to
stage), and if the quality in relocations would be helped by Checklists and Evaluations,

or should they be changed for some other, more convenient tools.
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6 Validation of the Proposal

This section describes the validation of the proposal for the QMF. First, it discusses the
overview of the proposal process. Secondly, it describes the feedback and the required
changes to the proposal from the relocation stakeholders. Finally, this section presents
the final proposal which builds the final solution for the QMF as the outcome of this
study.

6.1 Overview of the Proposal Validation (Data 3)

The proposal for the Quality Management Framework, described in Section 5, was
presented in a workshop (Data 3) to the group of relocation stakeholders in the case
company. The workshop was held and data collected based on the same technique as
in previous workshops. The proposal was emailed to the stakeholders well before the
workshop, and they were asked to review it for preparing feedback. In the actual work-
shop, stakeholders were asked for their feedback and change requests for the initial

proposal in order to make required changes to the final proposal accordingly.

In the workshop, the initial proposal was presented and described to the stakeholders.
The core outcomes were shown, as illustrated in Figure 18 below. The fit between the
mapped relocation processes was matched against the proposed QM Framework and
the stages for its implementation.

Sending side
&.Relocation first meetings:
1. Intended produet area to Presentation,  introduction, 5. Receiver evaluates the
berelocated: Howthe area tequirements and capabilty ENTER
responsibie experts see their need mapping of the relocation
area s wanted 1o be relocated Checklist-
Checkthat the Knowledge content
| of Produci development taskshas
! " been properly absorbed during
2. Relocated dreas 8.Tools: v relocation
categorizedbased on their - Relocation Time Line.
iti : (Adjusted | needed)
Shoukd be relocated -thJZS‘USQISIUIES s
5";;, oy ~Daiymeetings Evaluation-
: o (Tracking and guidance) Reportingtothe
later Lot v stakeholdersthe findngs
- Shoukd not be relocated - Status reporting
-l:'umpa;es forthe next steps.
\Identify the Baseline) ~Blogs (Fitthe Baseline)
1 ;
3. Ensuringthe mechanisms | [ v “
“3‘;"’"“’" 10. SenderBReceiver
e s cosgerafion
rekocabon fof recening se i
T T 7. Proposals on haw to
¥ 11."How the receiving side continué relocation
) would like to work on
4.5kills andcompetence relocated areas” <
(Adjust the Baseline)
|
1] 1 L
12, Push 13. Receiving side “Pul” dyrami
ofp understanding and responsibility
N 4. Aea Drver romieicn
| 2 rmocess asse mes
15. Methods: ’ShContinww\uT‘mwwmm:h N
Traveling | s Reosiving sde sufioentto contiue alone ot row
,L:;‘g‘,:;;‘;lﬁ? - long the su.p'pomsreecec from the sending sk ?"
~Teko meetings :Sm:,ng:s ming > Inspection |
«Emais, -"Hands-on" training 1
-Open chats 17.Goal:The relocatedtasks sit to receiving side
- Receiving side ramp -up
- Sending side ramp -down

Figure 18. Core elements of the Proposal: the specified PD relocation process and the
QM Framework matching it.
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The validation session also discussed the impacts of implementing the proposed QM
Framework. Constructive discussions were held based on the QMF and its practices
during the workshop. Due to time constraints, the proposal for QMF was not verified in
the ongoing PD relocation. Therefore, it was given forward as for recommendation to

the Release Areas taking part in the ongoing relocation.

6.2 Feedback on the Quality Management Framework proposal

Generally, the proposal for QMF received positive feedback. Especially, the QMF pro-
cess itself was noted as important topic, as well as the approach to support the ongo-
ing PD relocation was evaluated as efficient. The stakeholders indicated that the pre-
sented proposal concerning QMF process constructed by 1) logical Stages, 2) PD
tasks, and 3) Knowledge content including the related functions; a) Proactive Guide, b)
Checklists, and Evaluations, are realistic and effective if people in the PD relocation

knew how to use them efficiently.

“You managed to build from all aspects three types on categorization (Actions,
Tools/Metrics, Social ties) which covers all the relevant issues in the ongoing relocation.”

- Section Manager (Quality Manager) (HU) —

Moreover, the stakeholders raised further suggestions during the validation session.
The suggestions were discussed together and based on them, some change requests
for the proposed QMF were implemented. The following Table 20 sums up the feed-

back for the change requests from the stakeholders.

Table 20. Feedback (Data 3) for proposal for the QMF to support the ongoing PD relo-

cations. (Based on introducing Proposal to stakeholders in the case company).

1. | Proactive Main Activity 5: Imple- The PD relocation Project Leader ex-
Guide for ment PD relocation Pilot plained that there is enough flexibility by
PD reloca- | — Move under the both sides in the ongoing PD relocation.
tion Main_Activity “Verify Read- | Therefore, the Piloting part does not nec-
iness” as last sub activity essarily fit to the Proactive Guide as main
and change it as optional activity. In addition, piloting might take too
activity. much time. However, it is good idea to

mention piloting in the Proactive Guide.

1) Piloting should be handled as a
method for verifying that readiness
for PD relocation has been
achieved. Therefore, it should be
moved under “Verify Readiness”
as sub activity.
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2) Guide should mention that piloting
can be also executed for certain
parts of Release Area PD, not
necessarily to whole PD.

3) Piloting should be mentioned as
“optional” in the Proactive Guide.

2. | Proactive
Guide for
PD reloca-
tion

Main_Activity 7: Track
status and progress -
Insert text for “findings
based on Checklist “to sub
Activity A.

The PD relocation Project Leader ex-
plained that Checklist is in a major role in
the QMF and it should be mentioned when
executing the PD relocation and it should
be set in the sub activities under
Main_Activity 7.

3. | Proactive
Guide for
PD reloca-
tion

Main_Activity 7: Track
status and progress —
Insert sub activity for re-
planning during execution.

The Section Manager emphasized that
during the PD relocation execution, when
the reviews are collected, there is possibil-
ity to re-plan; detailed re-planning can be
useful during the PD relocation execution,
not only prior it. This is because things can
change during the relocation; execution
may take months, or years.

“People and priorities can change in the
relocation time line*

- Section Manager (Quality Manager)
(HU)-

4. | Evaluation

Evaluation report — Add
“General status” as subset
under Description of Ac-
tions, Tools/Metrics and
Social ties.

The Program Manager explained that the
evaluation report should not only give neg-
ative picture from the ongoing PD reloca-
tion, but also it should include found good
practices which can be used to the next
stage, or to another PD relocation project.

As seen from Table 20, only a few changes were requested to the proposal. Overall,
the extensive planning and a major preparation for PD relocation suggested in the pro-
posal were found well formulated in the Proactive Guide. Moreover, it was indicated
that detailed planning should take place before the relocation starts. Additionally, it was
found important that the written answers in the checklist are collectively analyzed and
summarized in the Evaluation to realize the overall maturity of the PD relocation. It was
extended with a suggestion for allowing the mutual understanding to emerge to what

means a mature level in the PD relocation project.

In addition, it was pointed out that, even though the Proactive Guide includes sugges-
tions for performance indicators for the PD relocation, that there could be additional
measurements for indicating the results from the completed PD relocation. It would
reveal what can be expected in terms of its success or failure. However, at the same
time it was mentioned that this particular topic is not in focus of this case study, and

therefore should be included in the future studies.
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Based on the gathered feedback and change requests, the QMF was fine-tuned. As for

the resulting changes to the QMF, the changes are discussed in the next subsection.

6.3 Final Proposal

Based on the initial proposal presented in Section 5 and its validation described in Sec-
tion 6, the final proposal of QMF was constructed to support the ongoing PD reloca-

tions from Country A to Country B in the case company.

The requested changes from the stakeholders were included to the study, and the final-
ized version of the proposal was built. The content of the finalized proposal is present-
ed in the Appendixes of this study. The following table 21 summarizes the proposed

QM Framework to support the ongoing PD relocations which includes:

Appendix 3 The Quality Management Frame work.

Appendix 4. Knowledge content maturity levels for stages in Quality Management
Framework.

Appendix 5. Table of Contents of the Proactive Guide in PD relocation.

Appendix 6. The stage Checklist example of Quality Management Framework.

Appendix 10. Evaluation report template for a QMF stage.

Appendix 11. Proactive Guide in PD relocation.

Table 21. Summary of the proposed Quality Management Framework for the ongoing

PD relocation.

After the core of the QM Framework was validated with the case company stakehold-
ers, the actual detailed QM content was left for the Release Areas to add which take
part in the ongoing relocation. The QM Framework presents only the core approach
and indicates the practices to support the case company PD relocation. It coordinates
the objectives that are required to ensure that the sending and receiving sides under-
stand what is needed for handling the relocation. By implementing the proposal, the
case company could ensure the relocated PD quality during the relocation process,
and at the same time, make the relocation process more effective, since the QMF
maps the PD relocation and ensures that the PD tasks fit qualitatively to the skills of the

Receiving side of the relocation.

The next section concludes and presents the outcome of the study.
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7 Conclusions

This section discusses the outcome of this study and presents the evaluation of the
study for developing a Quality Management Framework to support the ongoing PD
relocations from Country A to Country B. In addition, this section matches the initial
objective versus the final outcome, and discusses reliability and validity of the research

process in this study.

7.1 Summary

The goal of this project was to find an approach to secure quality in the ongoing PD
relocations by acting proactively, during the relocation to a new country. The objective
was eventually specified as proposing a Quality Management Framework support the
ongoing PD relocation from Country A to Country B. In order to achieve this objective,
the study explored and analyzed the actual product and its PD that is being relocated,
and the current state of quality management in the ongoing PD relocation. The findings
pointed to strengths and weaknesses in the ongoing relocation and its quality man-
agement, and categorized the practices used by the stakeholders for quality manage-
ment. To suggest a better, well-proven solution for managing quality in major reloca-
tions, the study explored and scrutinized best practice and available knowledge for this
topic. Based on the finding, the study proposed a QM Framework to manage: a) quality
in major PD relocations, b) concreate actions and steps to approach and evaluate qual-
ity of operations in relocations, and c) a starting point to discuss their acceptable levels.
Therefore, the quality concerns and need for a quality approach in PD relocation were
put forward as the key focus for the Proposal building.

The output of CSA revealed that a certain structure can be logically built in the activities
related to quality management as practiced in the current daily work of the Release
areas. These activities were divided into a) Actions, which are the ways of working that
are required by a Release Area for managing the daily work of PD, b) Tools and Met-
rics, that are utilized for managing and supporting the Actions in the daily work of PD
and c) Social ties, that are the communication connections in the daily work of PD. This
finding helped to establish a core foundation for building a QM Framework, and was
later validated as an important outcome of the study. Since quality in the PD cycle must
be kept constant, this approach allows to identify concreate quality activities and thus

built a QM Framework relevant for all stakeholders.

For building the proposal for the case company, key findings in the CSA and key sug-

gestions from existing knowledge were merged and resulted in a Quality Management
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Framework for PD relocations. The proposed Framework includes: 1) Proactive guide
for managing quality in the PD relocation (in other words, a detailed PD relocation in-
struction), 2) a process for implementing the QM Framework that is split into three
stages, 3) Checklist, for checking specific PD tasks and their knowledge content (with
concreate activities indicated and checked according to specific A. Actions, B. Tools
and metrics, C. Social ties used for managing quality in relocations); and finally, 4)
Evaluation, a procedure for the managers explaining the status, key findings, expected
levels, outcomes, and recommendations for the next steps in each stage of QM in relo-

cation.

The proposal was built in collaboration with the key stakeholders from three release
areas and validated with the management; it involved the stakeholders from both the
receiving and the sending sides of the relocation. Based on the validation, the proposal
was further amended and finalized. Finally, the QM Framework was officially recom-
mended for use by the Release Areas which are taking part in the ongoing PD reloca-

tion.

7.2 Evaluation of the Study

The proposed QM Framework was evaluated by the case company as providing the
steps and practices for achieving efficient PD relocation. It also includes performance
indicators (Proactive Guide) for tracking the concurrent steps by the twelve Release
areas in the PD relocation. As for the future, the QMF could be developed for providing
further steps for supporting also the exit from the relocation. As discussed in section
6.2, the stakeholders suggested that the measurements for indicating the actual results
from completed PD relocation should be added in the future study. This is due to the
key quality requirement from the company that any risk of a flaw product released to
the customer should be absolutely minimized. The outcome of this study provides
methodology for embedding such future measurements for indicating the outcome,
success or failure, of a PD relocation. The current performance indicators in this study
create a link to the risk level. But the actual measurement for indicating this risk level
should be defined in a subsequent study.

7.2.1 Obijective versus the Outcome

Due to strategic goal of cost savings and freeing up personnel for new PD, the objec-

tive set for this study was to explore the relocation process in order to secure quality in
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relocations, both currently and also in the future. In the case company, it is vital, that
the PD relocation is executed qualitatively so that, at the end, the product quality in the
relocation is ensured. Therefore, the objective of this study was focused on supporting
PD relocations. Subsequently, this study objective was formulated as: Developing a
Quality Management Framework to support the ongoing PD relocations from Country A

to Country B.

The current state analysis revealed the key weaknesses in the ongoing PD relocation
and its quality management. Based on this, the quality challenges were chosen for fur-
ther scrutiny. The suggestions from stakeholders of the PD relocation, best practice
and available knowledge from the literature generated an approach for a new QM
Framework. On top of that, the active input from the PD relocation stakeholders helped
to formulate it into a viable Proposal. It is worth mentioning that the objective versus the
outcome of this study were frequently evaluated and therefore aligned with the study
objective as well as the company goals for this project. The level of engagement from
the PD relocation stakeholders has been one of the main strengths of this study. More-
over, the professionalism and experience of the PD in both side of the ongoing reloca-
tion has been an invaluable asset in driving the outcome of this study. Finally, the vali-
dation also confirmed that the outcome meets the objective set for this study.

In summary, this study provides a framework for supporting the ongoing PD relocation
in the case company from the quality perspective. The stakeholders in the PD Release
Areas may use this framework, and modify the content to fit for their purpose. To that
end the framework does not only provide practices for supporting the PD relocation but

also provide the way for keeping up the quality of PD when it is relocated.

7.2.2 Reliability and Validity of this Study

For evaluating this case study, first, the research objective was described and com-
pared to the outcome of this study. Secondly, the reliability and validity needs to be
proven based on the reliability and validity plan described earlier in Section 2.4.

Validity of this study was ensured by taking three steps. First, by grounding the data
and utilizing different data sources and by carrying out three distinctive data collections.
Secondly, the data in this study was collected by utilizing different data collection
methods including interviews and workshops as primary data sources, with the case
company stakeholders and experts who are actively involved in the PD relocation, both

from the sending side and the receiving side. In addition, the data was collected by



86

reviewing the company internal documents and by observation. The diversity in the
background of both sides of the relocation has allowed the possibility to analyse data
from different perspectives. Thirdly, this study applied the acknowledged best practice
and available knowledge from the literature, such as case studies from knowledge in-

tensive industry PD relocations, PMBOK and other relevant approaches.

Furthermore, the reliability of this study was ensured by carefully selecting criteria for
supporting the research objective and implementing the research design. Therefore, it
could be considered as focused on the outcome. The data was collected from various
sources, carefully analysed, categorised, re-checked with the stakeholders, and fed
into the proposal development (which was an exceptionally time consuming process
during the course of developing this study). Consequently, this study can be consid-
ered as reliable, since it also reached the initial goal from the case company perspec-
tive. After all, the case company found the key findings from this study as practical, and
the proposal of QM Framework as creating a valuable approach for the ongoing PD

relocation.
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Appendix 1. Example of Interview questions and answers summary.

Appendix 1.
1(2)

PD reloca-
tion Group
A
Tech

1.Concerns or
doubts on the
current PD reloca-
tion at hand

2.Failures in the area
during PD relocation

3.How to keep the
quality of PD during
and after relocation

4. Indications that
receiver is ready to
take full PD

5.Moving of skills
and competence
ensures the sustain-
ability of quality in
this PD relocation

6. Any competence
or capability gaps
during the PD reloca-
tion activities

7. ldea/practice by
which it can be
assured that the

skills and compe-

tence have qualita-
tively moved in the
PD relocation

8. Verify that the
quality of the op-
eration of PD relo-
cation is sustained
when it is moved to
the Receiver

Interviewee
A2

e Learning of new
tasks could have
effect on Devel-
opment through-
put

¢ Too hectic PD reloca-
tion in some new areas
resulted to too much
work taken at the same
time, and too fast This
result This result to

- Overload of work
- Pressure for the SW
developer employees
at receiving side

- Some PD relocation
area tasks put to hold
for re-planning and
building of processes.

¢ Constant status
reporting of the
areas of PD reloca-
tion.

the

*Planning for

near future

* Real indicators:
the quarter2/2015
product
product release

successful piloting

« Good perception and
the
the

feedback
customer
stakeholders

from
and

» Task lists completed

and approved

release (first
on
shared responsibility) +

*Yes, if we can relo-
cate PD as much as
possible if receiving
side has established
neces-

sary competence

eIt is basically a recip
e of Basic competen
ce added by 1-2
months training and
"hands-on-training"
using personal skills
added by compe-
tencies what was just
learned

* Receiving side has
no Maintenance
competence

* Major gap in IMS
level competence
(the entity connected
externally to product
under PD relocation).

- How to configure
the node in real life
environment

- How to use it in real
life environment

- skills and compe-
tence gap on real
life traffic mixes

- Skills and compe-
tence gap on config-
uration and network
setups

¢ Constant com-
munication and
monitoring

« Daily meetings

* Release planning
meetings for all
involved parties in
the PD relocation.

*Stickers on the
wall  on which
stakeholders of PD
relocation discuss
everyday

Define firstto  re-
ceiver what are the
quality require-
ments

¢ Personal contacts
and daily discus-
sions (Email, Chat
etc.) between both
sides of PD reloca-
tion.

« Up-to-Date written
documentation on
daily work

*Receiving side
follows the Sending
side way-of-
working and learn
from it

* Feedback from
customers and
stakeholders
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9. How to secure the
quality of PD re-
sponsibility when it

10. Is there a
process already
available which

11. Receiving side
need to build skills
which have been

12. Tacit and Explicit
knowledge is qualita-
tively sustained during

13.Unpredictabilities
during PD
relocation

14. Possible to
relocate all PD to
the receiver?

15.The PD reloca-
tion level of
communication

16.Receiver side
capability meet
the PD reloca-

17. Enough time to
move the skills and
competence in PD

is relocated to an- secures the built over years at the PD relocation tion require- relocation

other country quality of the PD Sending side ; (not compromised) ments

relocation?

e By understanding
what are the Used | No ¢ Product Line|<No chance to relocate | + Receiving side of |« Yes, if no strict|«The sender/ re-|e Overall yes, still|» The plans are
Cases of product Maintenance (PLM) | everything -cannot | PD relocation areas | time line | ceiver culture of|they need to|always changing
*To understand the and customer sup- | clone people or relo- | received tasks | * Yes, if pre-work | collaboration and | "optimize" ; ca-|on what should
scope of verification port needs effort on | cate intuitions and gut | which they might | started early | contacts  working | pability wise | receiving side take
and work on how building skills and | feelings have heard about|enough for PD |well overall. | tackle on some |over - depended
receiving side could competence at the |« Requires peer work- | but were not sure | relocation. ¢ Receiving side | specific obsta- [on the current
approve it receiving side | ing and common user | what it covers - has questions still . | cles and work | market  situation
e Create guidelines * Media Resource | stories "black box" areas For this, the send- | with less people | (needed rapid
on “what we want to System (MRS) area | Plan some refactor- | - Re-planning ing side is availa- | in future | skills and compe-
do to ensure the need to grow the |ing for PD relocation |required due to ble for all times|e Receiving side [tence in some
quality” knowledge of prod- | focus areas for which | underestimation of (that was also |should take only | areas)
*Checklists for ac- uct interworking | receiving side can|the ‘“"black box" planned) what it can han-
ceptance criteria for devices easily affect with send- | areas « Integrity Function | dle at the time

showing how the
areas are covered
during PD reloca-
tion.

«Constant discussion
*Measure the state
of community how
they feel about the
PD relocation.

*Agile approach on
team level; Daily
meetings, Retro
meetings, Coaching.

ing side for which the
PD is relocated

area employees at
receiving side had
pretty hard time to
get the information
during the PD
relocation because
they did not had
personal  contact
prior the PD relo-
cation.
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Appendix 2. Key activities and challenges in the PD relocation of A, B and C Release

Areas.

The sending side Scrum Master visited receiving side and presented
the way of working on high level.

Workshop attended at the receiving side where release area tasks

were presented (Tools, methods, documentation).

Workshop and on-the-job training on both A and B release areas (ap-
prox. Three weeks).

Video meetings: First weekly, then bi-weekly and finally on the need
basis.

The complete release area processes, roles, responsibilities and tools

relocated; condensed to less people at receiving side.

The receiving side scope is on optimizing the actions and tool usage;

they executed the relocated task manually one time, after they automa-
tized it.

Sending side supervised and piloted the release area task relocation :
In failure, new checking of activities was executed.

In success, release area task was relocated.

Product development management monitors the requirements and
competence/compatibility fulfillment.

The sending side support requests diminishing and their involvement
were not required anymore by the receiving side.

¢ 33 3% 3 T

Relocation close and exit
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Appendix 3. The Quality Management Framework.

ENTER

l

Tools/
Metrics Ties

PaAURADY

Product development tasks

v

Tools/ Social
Metrics Ties

aje|pauiau)
PaUBADY

Product development tasks

Social
Ties

ajeipawaju|
pa3uBADY

Product development tasks
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Appendix 4. Knowledge content maturity levels for stages in Quality Management

Framework.

«  Individusl or group Provision of, 1.0ff-site mentoring
workferce practices ane = Basic training of product 2.0n-site andor off-site
only ad hoc and developmeant tasks on general level hi

=  Roles and Responsibilities +  Distribution of operative and 3."Learning-by-doing™ training

T . Ay — level 4 Internal onfine training
previous skills and 5. Experimentation
competence. «  General level sdvisory 6.Cocument reviewing

Goal: Absort and adopt basic skils +  Additionsl content based on the 7 Social happenings
and compstencs. nesds. & Works}

=  Focus in establishing 9.Video-confarence
basic practices on

11.Email
Intermediate: 12.Wiki site

. Individual or Provision of , 13.Blog posts
waorkforce practices are +  Medivm/large scale training of 14. Seminars
basic. product development tasks. 15. Bulletin board

+  May address immediate '
faults and errors; the +  Detailed distribution of operative and | 16. Forums
performed practices may technical information {if regquired).
vary inside the team.

=  Able to adopt easy or = Strong advisory.
basic tasks. Comective
actions are applied, as . } content based on the
Sppropriste nesds.

Goal Absorb and adopt intermediate
skills and compstence.

=  Focus in establishing
competency-based
processes.

= |ndividusl or group able to
share and implemant in
normal conditions.

Advanced:

= |ndividusl ar group has R
capable skills and = Meticulous {holistic) training of
knowledge for establishing product development tasks.
competency regquirsd
processes in normal =  Distribution of complex operative
conditions. and technical details {if reguired).

= Able to share and
implement in nonmal =  Strong sdvisory.
conditions. Comective
actions are applied, a5 +«  Additional content based on the
appropriate. nesds.

Goal Absorb and adopt advanced
skills and compstence.

=  Focus in critical processes
and in predictability of the
performance.

= |ndividusl or group able to
manage and shars
experiences in delicate
conditions and do
Continsows |mprovement.
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Appendix 5. Table of Contents of the Proactive Guide in PD relocation.
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Appendix 6. The stage Checklist example of Quality Management Framework.

Stage n.

Actions
A Basic [*5 R Al
Qz. A2
as. A3
B. Infermediafe ot Al
[o: A2
a3 A3
C. Advanced Q. Al
Qz. A2
Q3. A3
Tools/Metrics
A Basic Qi Al
Qz. A2
Q3. A3
B. Infermediaie aif. Al
Qz. A2
[ok] A3
C. Advanced Q. Al
Qz. A2
Q3. A3
Social ties
A Basic Q. Al
Qz. A2
Qas. A3
B. Infermediafe Q. Al
Qz. A2
Qas. A3
C. Advanced Q. Al
Qz. A2
Q3] A3
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Appendix 7. Example of a checklist of PD tasks: Actions.

Stage 1. Evaluation

Product Development Task - Actions

Evaksting T kel of sbsorned nowledge comtent of Actions reguined for successtul Product Development In Stage 1.

1. Stags 1. The product devslopmant knowlstgs contant guastionnaire (Actions)

=] Wery
2T prodiuc:
ooETETniloaned (arEaer .:. .:. .:. .:. .:. .:.

e guestion and Tk ailso
e ImporRETeE).

ApciiEioresl mdonmation

Engineer E. (Receiing skde) The COmMMUNIcSIon Detwesan Me sanding and receking sioe warks
excapiionzlly. The product development process was clearly communicaied (3x video meelings) and
™ Instnucior was well prepared

2 T requinesmes=

Il T o

b hopereesrs ACThores: s

cceTeTRriloaned ard T [ ﬂ T [ T [
ardersiood (armaer e

paeshon ard Thok Al T

Frporamoe).

Agidlizlorel ndonmacion

Englneer E. (Receling skde): The Actions ane well epilained. But ey ane very complex and
nersonElly 90 Mot Uncerstand 3l - eretare | woukd nesd mane guidancs Especially on ACtion 3
Toal developmeant

23 T roe amd

resmorsinlisy for The The

procks=t dhesselhopemen - - _ _ - -
- Lo

Actlons ans oormemised - - -

(areaeer The quesThon amd

ok almo T Fmporanos.

ApciiEioresl mdonmation

Engineer E. [Receiing Skie): | FEue heard ainout e - Dot Miane NEs not been 2y Jllocstion Sar
2 procuct dessiopment ool develogment role. Thils should be broughl up In e ned mesting |
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Appendix 8. Example of a checklist of PD tasks: Tools and Metrics.

Stage 1. Evaluation

Product Development Task - ToolsMelrics

Evaluating the level of absorbed knowledge content of Tools/Metrics required for successful Product Development in Stage 1

1. 5tage 1. The product development knowledge content questionnaire (Tools/Metrics).

MNewer, Ranely. Somatimes.  Frequantly Always Mot imporant  Important  Very
Q1. Training and support of
product development related g _ e
tools and MELNCE 3R
oeganized,

Additional Information
| Engineer E.: Very well organized. The mstructor was very professional and explamned the funchon of each tool and metric
| behind the product development area inside out.

Q2. The nole and

responsibiity behind the

toois ard metnzs are (V] (/]
understood and committed

by the receiving sade.

Additionad Informaton

| Engineer E.: The roke is understood, however | need more guidance on the metrics because | am not aware all
that this particular tool is capable for. Therefore | am not ready to take the responsibiiy.

Q3. The tools and metncs

way-of-working have been 9 : @
proven by the receiving side.

Additional Information

| Engineer E.: i is difficult to learn so guick all the tricks. Also the frequency of hands-on work is quite best effort from
| the sending side. | need more guidance
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Appendix 9. Example of a checklist of PD tasks: Social ties.

Stage 1. Evaluation

Product Development Task - Socisl ties

Evaluating e lovel of absorbed knowladge coment of Soctal tes requined fr sucosssiul Product Development In Stage 1.

1. Staps 1. The product dewstopmant knowisdgs contsnt guastionnaire | Social tiss).

Bdot whary
Pepmrpnr ey Sometnes  FRequei LA FTDOraT FTDOrATT FTporaT
2. Recaving il
o femem feedineyck b el
=T e

FrproserneT: actlorns - - -
fick also T Fmporiamos.

Aciisiomsil Iniormanion

Enginear E. [Reocaiing shde): We iny io plck up all e lesues winlch nead Improvesment for prodoct
daesiopment prosess. In 23dRon, 'we need o oplimize 3 ot because we Jo Nl e 35 much 35
resources 35 e sending skde fEs. | ks very Impartant Tt milks opfimization ks discusssd Inhe
future relocation meetings

22 Thee resules ared

et Of oS

e oorrerrenlcated o - - - - - -
reo=iving Side (armwer T - - E E
puesThom and Thck also T

FTIDOrATIDE)

Ariciilcmal Indormasion

Enginesr E. [Receking side): We receie lof of Infarmation from e Improssments |, ol e wiocky
Is not In e spesd we would reguine. Thils nesd o De Drought up win e stekehalders of he
relocation e=m (sending and receking shie]

2= Fso=ing raibicees]
oF Demem s nicrnedl st
ETIDT AT, (e O _ _ _ _ _ _
Tl fearines i CamEaET T a
guestiom s Tk il T

Aol ndcrmacion

Engineer £ (Recehng skde): We hawe not receved amyilng et The product development
relocation process Fas been just Inklated 50 ere ks sl fime Imoneue, 50 e importance ks not yet
crikcal]
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Evaluation Report of Release Area B

1 Executive Summary

1.1 Introduction

This evaluation report is used at the end of QMF stage to present the findings relating to
the paricular stage under relocation. This report will include the obtained results from
checklist and observations that occurred during the stage. The report will include
recommendations as to the future course of steps regarding the stages.

111 Background

The evaluation report is described based on the general status, findings and
recommendations from the QMF stage of the Release Area B product development

relocation.

1.1.2 Description

« General Data Sources and Instruments / Methods for Data collection.

« General status and findings per product development task, and resulting
recommendations for next steps in the relocation (that are directly linkedto relevant

data from the stage).

= Actions:

- General status

- Findings

- Recommendations
= Tools/Metrics

- General status

- Findings

- Recommendations
= Socialties:

- General status

- Findings

- Recommendations
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Appendix 11. Proactive Guide in PD relocation.
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1 Introduction

This guide proposes best practices for managing product development relocation. It
can be used as guidance for managing product development relocations in the organi-

zation.

The guide gives practices for preparing, planning, reviewing, verifying and tracking the
product development relocation. It is constructed by identifying the main activity first
and then the sub-activities which are bind under each main activity. The guide activities
should be followed in sequence to receive optimal outcome f the process of product

development relocation.

This guide is not prescriptive; organization should take care to apply this guide in a way

that fits to their own objectives.

2 Main_Activity: Prepare for the product development relocation.

1.Main_Activity Prepare for the product development relocation.

Additional information:

» Organization could hire coordinator to work closely
with the relocation team for planning and tracking the
relocation. Or, develop a joint relocation team, com-
posed of sending and receiving side personnel.

Description:  Preparation for relocation is critical. It is for establish-
ing expectations for the sending side and its organiza-
tion. It forms the basis for tracking and reviewing the
product development tasks during the relocation.




2.1 Sub_Activity_A: Establish an organizational structure for managing
the activities for product development relocation.

Sub_Activity A | Establish an organizational structure for managing the activities for

product development relocation.

Additional

Information:

Description:

1. Choose and declare relocation team of individuals from
both sides of the relocation for planning and tracking the re-
location of the product development relocation.

*The team consists of individuals for carrying out
development relocation.

*This team will be managed and controlled by elected
Project Owner and Process Manager for the product
development relocation.

*Team will efficiently manage the relocation of product
development tasks in order to deliver the organization
requirements.

*The team ensures that all aspects of the product
development relocation and deployment are adequately
handled.

2. Declare the sending side organization’s relocation team act
as SME (Subject Matter Experts) for relocation.

* The sending side relocation team consists of key
personnel currently managing their area of product
development and deployment.

3. ldentify representatives and other contributors from across
the organization to be called upon to provide support and
facilitate the product development relocation.




2.2 Sub_Activity_B: Identify and analyse gaps in skills and competenc-
es.

Sub_Activity B | Identify and analyze gaps in skills and competences.

Additional Gaps need to be investigated, directly from individual or team. It is

Information: for understanding current observed skills and competencies.

* When team members are drawn exclusively from the
organization or recruited outside, they may begin with an
experience deficit that puts them at a real disadvantage.

* New employees with little or no training can lead to costly
mistakes that can contribute to failure in the relocation
relationship.

Description

1. Describe and analyze the individual or team skills and
competencies required against the existing competency in-
ventory in the declared relocation team and make them vis-
ible.

2. In addition, the receiving side organization documents the
detailed definitions of all internal skills and competencies,
and creates process descriptions for problem management,
change management, work authorization and performance
management. These are send to sending side review and
approval.

2.3 Sub_Activity_C: Provide training, as appropriate.

Sub_Activity_C Provide training, as appropriate.

Additional Information: | « Training should be started already prior or during the
product development relocation.

» Training may web-based teleconference or video meeting,
classroom-based; self- taught with supporting course
materials, including electronic and web- based materials




(Check Staging form for media and mechanisms)

Description: Based on the outcome of the analyzes - provide training to
the individual or team, as appropriate.

1. Identify the type, content, and format of training to be
delivered to the individual or team.

2. Create training database (and declare ownership) where
the knowledge for training is kept and maintained.

3. Declare principles for using the database (common way
of working).

4. Request and collect feedback on the training.

5. Review and make improvements to the training based on
feedback.

3 Main_Activity: Create the product development relocation
plan.

2.Main_Activity Create the product development relocation plan.

Description: Relocation plan is the document which identifies and
details all functions that must be performed to accom-
plish a successful relocation. It should provide step-by-
step instructions on how to handle every task associat-
ed with relocation effort. The relocation plan should be
developed as soon as possible prior the actual reloca-
tion occurs and should be revised during it, as appro-
priate.

Additional information: * The product development relocation plan focus is on
technical activities and changes in the organization,
team or individual.

« Ensure that the product development relocation plan
address continuity of product development life-cycle
during the relocation.

« The receiving side organization designs the product
development relocation plan jointly with the sending
side, or entrust the responsibility of creating the reloca-
tion plan to the sending side.

e Tasks include relocated product development team
Actions, Tools/metrics and Social ties, utilized in daily
work.




3.1 Sub_Activity_A: Define the roles and responsibilities of each side of
the relocation

Sub_Activity A Define the roles and responsibilities of each side of the relo-
cation

Additional Information: | ¢ Training should be started already prior or during the
product development relocation.

 Training may web-based teleconference or video meeting,

classroom-based; self- taught with supporting course

materials, including electronic and web- based materials

(Check Staging form for media and mechanisms)
Description Both sides of the relocation create together role and re-
sponsibilities map (e.g. flow or matrix) to define the hando-
ver roles and responsibilities. The following roles and their
responsibility descriptions are needed for the relocation
(The Process Manager and PO roles can be combined for
single individual).

* Process Manager for product development relocation
planning
- Managing the functions that are included in relocation,
like resource requests.
- Financing role for activities and resources in relocation.
- Reports to higher management.
- Coordinating relocation activities across the organiza
tion, like Project Managers.
- Escalation channel for issues which cannot be handled
by the Project Owner or relocation team.
- Makes sure that relocation reaches the objectives set in
the organization requirements.

* Project Owner for product development relocation plan-
ning.

- Set requirements, scope and policies for relocation.

- Tracking the relocation and deployment processes to
make sure that they work together and fits to the
purpose.

- Help relocation team with relocation tasks prioritization.

- Be in contact with the other representatives and
contributors from across the organization to arrange

resources to support the relocation planning and work.

- Other generic PO work for relocation planning process.

- Reports to Process Manager.




e Individual or team carrying out development relocation
planning
- Integrates the relocation and deployment plan per
agreed areas.
- Maintain and tracks the integrated area progress.
- Monitors and reports the relocation proceeding and for
any changes or deviations.
- Reports to Project Owner.

3.2 Sub_Activity B: Create a communication plan and coordinate with
the both sides of the relocation.

Sub_Activity B Create a communication plan and coordinate with the both
sides of the relocation.

Additional Information: | « The communication strategies and plans may need to be
modified based on organizational requirements, relocation
objectives and strategy, and feedback from stakeholders on
communication efficiency.

Description It is important that the relocation team communicates in an
accurate and timely manner. The relocation teams need to
communicate to their key stakeholders according to the
communications plan to keep them informed.

Communications strategies should be implemented early, to
ensure that all understand the plans and processes to be
implemented in product development relocation and de-
ployment.
* SWOT analysis to reveal the current state.
» Weight of communication:
- Completely integrated and documented fully or lighter
approach?
» Communication methods (check Quality Management
framework Stage form for media and mechanisms).
» How broad should the information be delivered and
interval for the delivery of information.
» What are the communication barriers (e.g. cultural
differences) and how they can be facilitated.




3.3 Sub_Activity_C: Identify and schedule requirements and commit-
ments that will impact to the product development relocation.

Sub_Activity C Identify and schedule requirements and commitments that
will impact to the product development relocation.

Additional Information: | ¢ If created prior to the planning, the product development
strategy may help to identify sending side requirements and
commitments.

Description
The requirements and commitments can include,

» The content of the product development to be relocated.

« Expected product development deliverables.

* Milestones (e.g. planned release deliveries, deployment
time lines).

 Entry and Exit criteria for each release in product
development cycle (build, test and deploy).

» Methods for handling any change requests during
product development relocation and deployment.

* Error handling, correction methods and control.

* Requirement for product development environments to
be utilized (technical and location).

» Environment configuration management.

» Asset and system safeguards (logical access controls
and restricted accesses).

* Product performance and measurements systems and
indicators.

3.4 Sub_Activity_D: Map and schedule the product development tasks
required for relocation.

Sub_Activity_D Map and schedule the product development tasks required
for relocation.

Additional Information: | « Tasks include product development team Actions,
Tools/metrics and Social ties utilized in daily work.

Description Create estimates of the resources required from the receiv-
ing side organization for the relocation of the product devel-
opment tasks, including




* Availability of personnel, knowledge, physical
environment and technology infrastructure.

« Interdependencies within tasks and the receiving side
corresponding resources.

« Scheduling training and knowledge transfer.

» The effort and time needed for teaching and absorbing
each task.

35 Sub_Activity_E: Identify and plan knowledge sharing and determine
training for product development relocation.

Sub_Activity E

Identify and plan knowledge sharing and determine training
for product development relocation.

Additional Information:

 Organization could hire skilled and experienced support to
build the knowledge sharing and training.

Description

1. Communicate the purpose and availability for shar-
ing knowledge.

2. Request stakeholders to participate in knowledge
sharing.

3. Create knowledge database where the knowledge is
kept and maintained.

4. Define the ownership and accountability for the
knowledge database.

5. Encourage sharing and the contribution of useful
knowledge.

-Establish procedures and incentives which
include rewards or recognition for improvements
for knowledge sharing.

6. Create process for knowledge sharing among
stakeholders.

-Methods for sharing knowledge include
meetings, workshops, hands-on training ,
electronic materials etc. (Check Knowledge
content Maturity Level form for mechanisms).

7. Track knowledge sharing status and progress
against the plan, take corrective action when appro-
priate and follow through to closure.

8. Collect feedback from the stakeholders on the
training.

9. Review and make improvements to the training




based on feedback.

10. Track the effectiveness of training wheatear it has
achieved its objectives. (Can be based on teacher or
trainees feedback on training, skills, knowledge and
performance).

3.6 Sub_Activity F: Plan performance indicators of the product devel-
opment relocation to be tracked, and methods used for tracking the
defined indicators.

Sub_Activity F Plan performance indicators of the product development
relocation to be tracked, and methods used for tracking the
defined indicators.

Additional Information: | « The organization develops performance measurements
and indicators to particular situation in the product develop-
ment relocation.

Description » Key performance indicators (KPIs) and targets could in-
clude,
- Availability of product development during relocation |
Product Development downtime measured in time
(days, hours, minutes).

- Volume of delays in product development during
relocation | Relocation success measured in numbers
per RA.

- Volume of incident/service request reports during
relocation | Relocation success measured in numbers
per RA.

- Volume of support requests from receiving side to
sending side | Relocation success measured in
numbers per RA.




3.7 Sub_Activity_G: Create a contingency plan for maintaining continui-
ty of product development life-cycle.

Sub_Activity G Create a contingency plan for maintaining continuity of
product development life-cycle.

Additional Information: | ¢ In matter of immediate return during relocation (e.g. due to
resource disappearance).

Description Contingency plan for possible recall of the product devel-
opment relocation:

* Restore the product development back to its initial stage
(Product development life-cycle not hindered or
crashed).

« When planned, should be tested for viability (successful
when tested).

* Restore should be able to be executed inside pre-
defined window.

4 Main_Activity: Review of the product development relocation
and plan.
3 .Main_Activity Review of the product development relocation and plan.

Additional information:

Description: The product development relocation plan review and
approval is done ensuring that the organization re-
guirements are being met by the receiving side organi-
zation.




4.1 Sub_Activity_A: Review the product development relocation infor-
mation for completeness, correctness, clarity, and adequacy in or-
der that it addresses the requirements set on it.

Sub_Activity_A Review the product development relocation information for
completeness, correctness, clarity, and adequacy in order
that it addresses the requirements set on it.

Additional Information:

Description Review includes,

e Physical environment.

« Technological infrastructure.

» Personnel structure.

» Schedule for processes, policies, and procedures.

e Schedule of milestones and progress reviews.

* Release deliveries and deployment time lines.

* Known faults.

« Configure management items compatibility at both sides.

* The necessary skills and competence to use the plan.

* Review the metrics of the product development and to be
tracked.

» Review the methods used for tracking the defined
metrics.

4.2 Sub_Activity_B: Provide the product development relocation plan to

the relevant stakeholders for approval.

Sub_Activity B

Provide the product development relocation plan to the rele-
vant stakeholders for approval.

Additional Information:

Stakeholders may require changes to the product develop-
ment relocation requirements.

Description

Stakeholders may review product development relocation
information, and provide feedback during face-to-face meet-
ings, by e-mail, or by electronic file transfer.




4.3 Sub_Activity_C: Periodically review and maintain the product devel-
opment relocation plan.

Sub_Activity C Periodically review and maintain the product development
relocation plan.
Additional Information:
Description: » Up to date? Product development relocation plan can be
modified due to changes in the agreement, requirements
and resource availability of both sides.
« Are the plans verified and approved by relevant parties?
« Has the product development design changed , or is it
appropriate still?
5 Main_Activity: Verify readiness for successful product devel-

opment relocation to the receiving side.

4 .Main_Activity

Verify readiness for successful product development
relocation to the receiving side.

Additional information:

e The findings from verification are listed, refined and
included into the detailed relocation plan.

* In case there are deviations in the product develop-
ment relocation, action should be taken to modify the
relocation plan.

Description:

Successful relocation is dependent upon the ability to
relocate or start up product development at the receiv-
ing side with stable and approved plan, and with mini-
mal problems.




* For existing product development life cycle, it is im-
portant to verify product development life-cycle continui-
ty during relocation to the receiving side.

51 Sub_Activity_A: Verify that the required communications and inter-
action mechanisms are in place to support product development re-
location to receiving side.

Sub_Activity A Verify that the required communications and interaction
mechanisms are in place to support product development
relocation to receiving side.

Additional Information:

Description: Communications should ensure that the planned approach
to product development relocation is understood by all rele-
vant stakeholders.

» Access to application, information and data is granted and
working.

* Access to confidential data and documents is allowed and
working.

« All information, data and documents are transparently
communicated to the relocation and deployment
personnel.

« The mechanisms and media are in place and working
(Check Staging form for media and mechanisms).

* Required contact lists and escalation lists are generated.

52 Sub_Activity_B: Verify that the physical environment is ready for
product development relocation (depending where the environment
is located).

Sub_Activity B Verify that the physical environment is ready for product
development relocation (depending where the environment
is located).

Additional Information:




Description:

This can include,

« Granted access to building that has been provided to the
personnel, space assignments have been made, and
furnishings and equipment are in place ( e.g. workstations,
servers, printers, and required software as well.

* Temporary or final environment for equipment and media.

« Air-ventilation and heaters in place.

» Networking allowed and secured.

 Health, safety and security requirements identified and
followed.

5.3 Sub_Activity_C: Verify that the technology infrastructure is ready for
product development relocation.

Sub_Activity C

Verify that the technology infrastructure is ready for product
development relocation.

Additional Information:

Description:

The Infrastructure readiness should include at least,

« IT equipment and their operating system in place (e.g.
wiring, hubs, routers, PBX etc.)

» Cabling requirements executed and in place.

« Capacity requirements executed and in place.

« Power supply verified and backed-up.

* Temperature and moisture requirements sorted out.

* Networking allowed and secured.

 Health, safety and security requirements identified and
followed.

54 Sub_Activity_D: Verify that personnel are prepared for delivering
product development relocation.

Sub_Activity_ D

Verify that personnel are prepared for delivering product
development relocation.




Additional Information:

Description: The Infrastructure readiness should include at least,

 Personnel are in place and prepared to deliver.

« Resource and skills gaps are analyzed.

* Roles and responsibilities have been analyzed and
communicated.

» Appropriate training and knowledge transfer is planned or
completed.

« Compensation and reward structure is in place.

5.5 Sub_Activity_E: Verify that procedures, policies, and guidelines are
in place and have been communicated to personnel.

Sub_Activity E Verify that procedures, policies, and guidelines are in place
and have been communicated to personnel.

Additional Information:

Description: Depending on the findings of any changes needed, it may be
necessary to conduct additional reviews and verifications
before initiating the product development relocation and de-
ployment.

* Identify and address issues, risks or problems found
throughout the verification of readiness.

5.6 Sub_Activity F: Be prepared to execute the contingency plan for
maintaining continuity of product development life-cycle.

Sub_Activity F Be prepared to execute the contingency plan for maintaining

continuity of product development life-cycle.

Additional Information:




Description: Be prepared for possible recall by restoring all hardware,
software and data to previous baseline.

* Is the contingency plan approved?
* Is the recall been tested for viability?

* Are there possible Emergency changes to resolve problem?

5.7 Sub_Activity_G: (Optional) Implement product development reloca-
tion pilot based on emerged, identified risks.

Sub_Activity G Implement product development relocation pilot based on
emerged, identified risks (Optional).

Additional information: | « The product development relocations can be moderate to
complex in scope. Therefore it could be a good idea to plan
and execute a pilot.

« A pilot can be used as a trial especially where there are
clear expectations and deliverables, and the requirements are
well documented.

« Piloting may be targeted only to certain part of a product
development area (e.g. business critical function of PD) and
not to whole scope.

Description: Piloting can be planned when the product development relo-
cation has high impact and high potential risk, or requires that
implementation and deployment approaches be tested and
proven.

* In case previous experience in the product development
skills and competence does not exist, a pilot can be under-
taken which serves as an assessment.

* Pilot can be more cost effective and faster than multiple
trials (less complexity and management overhead).




571 Create a plan for the pilot.

Create a plan for the pilot.

Additional Information:

Description:

1. Consider eligibility of the pilot (is it overall possible to
pilot).
2. Consider cost and velocity of the pilot.
3. Plan and decide the size or the area to be piloted
(function, feature etc.).
4. Involve personnel who are attached to the full
product development relocation and deployment.

- Require commitment from involved personnel for
supporting the pilot. The pilot typically present extra
work to the personnel on top of their daily work.

5.Make sure that the personnel involved are aware on their
roles and responsibilities in the pilot.

6.Prepare operational procedures and documentation from
pilot environment (modify when necessary).

7.For resilient roll back from pilot, make sure that the piloted
release baseline is correct, before deploying.

8. Personnel working with pilot have same components as in
full relocation.

9.Collect performance measurements and indicators to
compare with the original, running product development
environment.

10.Monitor, trace and capture errors and problems early in
the pilot environment.

11.Correct as much as errors and problems as possible
before the actual product development relocation and
deployment.

12. Document the found improvements and communicate
those forwards for possible implementation to the actual
product development relocation and deployment.

5.7.2 Execute the pilot and track the status progress.

Execute the pilot and track the status progress.




Additional Information:

Description:

5.7.3 Determine actions to take when progress deviates from the pilot plan.

Determine actions to take when progress deviates from the
pilot plan.

Additional Information:

Description:

5.7.4 Take defined actions and track them to closure.

Take defined actions and track them to closure.

Additional Information:

Description: » The value of the pilot lies in the objective analysis of the
lessons learned.

575 Update the product development relocation plan based on lessons
learned from the pilot.

Update the product development relocation plan based on
lessons learned from the pilot.

Additional Information:




Description:

* Lessons learned from one pilot can be adopted to
subsequent pilots if required.

» Benefits, found and fixed faults, enhancements from
lessons learned can be adapted to full relocation.

» New or corrected functions tested and evaluated in the Pilot
facilitates the full relocation progress.

* Piloting gives evidence for stakeholder to approve (and
facilitates) for full product development relocation.

» Acceptance to the planned relocation procedures (and
metrics).

6 Main_Activity: Track status and progress of the product de-
velopment relocation against the plan.

5 .Main_Activity

Track status and progress of the product development reloca-
tion against the plan.

Additional information:

Description:

Information required for tracking includes status reports and
possible engagement milestones.

 The sending side organization product relocation team
should ensure that the relocation progress status is reported
by the receiving side as per the agreed terms.

6.1 Sub_Activity_A: Periodically track status and progress of the receiv-
ing side implementation of the product development.

Sub_Activity A

Periodically track status and progress of the receiving side
implementation of the product development.

Additional Information:

* The plan may need to be modified based on organizational
requirements, relocation objectives and strategy changes,
and feedback from stakeholders and personnel on the prod-
uct development relocation effectiveness.




Description: The focus in tracking should include at least,

* Findings based on the Checkilists.

» Monitor current status of relocation proceedings.

* Record any incidents, deviations and any unexpected
events which can impact to the plan.

* The progress of the manning status of the key positions.

» Knowledge transfer status and effectiveness to
unexperienced or newly recruited personnel.

6.2 Sub_Activity B: Determine actions to take when progress deviates
from the relocation plan.

Sub_Activity B Determine actions to take when progress deviates from the
relocation plan.

Additional Information:

Description: Anticipate possible scenarios, and prepare appropriate strat-
egies, plans and do actions to manage deviations.

6.3 Sub_Activity_C: Take defined actions (proactive and reactive) and
track them to closure.

Sub_Activity C Take defined actions (proactive and reactive) and track them
to closure.

Additional Information:

Description: In case of deadlock situation in the PD relocation, trigger the
contingency plans for continuity of product development life-
cycle.
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