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Preface


Nowadays, the topic of integrating agile methods with an offshore strategy is relevant for many companies. This is the case for small and medium companies that have been agile for many years and, for some reason, have jumped on the bandwagon of offshoring, as well as for large companies that have been distributed globally and have recently (or not so recently) undergone an agile transformation. While none of the topics is new, and there are plenty of resources that help companies implement agile methods and manage offshoring collaborations, knowledge on how to do both is scarce. 


What is this book about?


The key question that we try to address in this book is the practical side of how to work in an agile fashion with offshoring partners separated by space and often time as well. This book is a continuation of our work that was published first as an edited book in 2010 built upon a collection of practical cases. In that book, we concluded that more insight into the agile process adaptations, tool support, and business analysis was needed to succeed with blending agile methods across time and space. Back then, we learned that companies should "be prepared to work hard to get it right" since being agile in a global company requires patience and stamina. In this book, we focus on the management side of these transformations and sometimes talk about general challenges that are relevant for agile as well as non-agile companies. As such, agility is the part of the organizational context, which sets important values, boundaries, and goals. We try not to take any stands on whether offshoring should be done or not, whether it is good or bad, but focus instead on how to be informed about the pros and cons and how to improve ongoing collaborations. The recommendations included in this book are based on our understanding of the problems faced and solutions implemented by actual companies that we have personally collaborated with in research projects. Finally, we believe that, after reading this book, the reader will be better informed about the challenges and typical problems that are inherent in offshore collaborations and equipped with several practical solutions to address these challenges.


What is this book not about?


Reading this book will certainly not suffice to understand all problems or solutions related to integrating agile with an offshoring strategy. We have not performed any systematic search of solutions or validated our recommendations in all possible offshoring setups. Due to the diversity of offshoring strategies—the differences in scale and the degree of agility in companies—what works for one company might fail to help address similar challenges in another company. Therefore, we recommend that readers stay awake and evaluate the relevance of the context-specific recommendations wherever appropriate.


Who should read this book?


This book addresses the issues faced by different types of managers, from a CEO to the line managers working closely with teams, from the strategic to the tactical and operational levels. However, we believe that parts of this book might also be relevant and of interest for Agile coaches, team leads, product owners, software engineers, and especially students who will later find themselves working in a modern software-intensive industry.


Why did we write this book?


In our research, we see many companies still struggling by experimenting and adjusting their tactical approaches, learning through failure, and sometimes failing to diagnose the challenges and losing time and money on something that could have been corrected, if only they knew what to look for. Through our teaching and professional training, we meet students with industrial experience who confess to having fallen into the problems discussed in the courses. To the question, “What shall we read,” we often reply, “There isn’t much to read about it.” This is why we decided to summarize our experience and opinions in a set of practical recommendations for active and prospective practitioners.








Introduction


The software industry has shown a growing interest in adopting agile values, which is evident in the number of agile consultancy companies, available webinars and courses, issued Scrum master certifications, and documented large agile transformations. Agile practices have stretched from the intended sweet spot of small co-located projects and reached safety-critical, large-scale, and globally distributed software development programs. 


At the same time, experience shows that the software world, while becoming flat, is not equally agile across the geographical regions. Agile movement has taken over software companies in the West, especially in Scandinavia and the United States, while the East lags. Despite Indian software companies investing in the agile movement, many Western companies report challenges to their extending agility to their offshore locations.


One opinion suggests that some national cultural profiles exhibit cultural resistance to agile ways of working. Agile philosophy favors flat organizations instead of hierarchies, open mindset ,and communication instead of indirect, formal communication patterns, and close teamwork with bottom-up and often shared leadership and decision-making instead of strict manager-led work division and allocation. For companies that want to work in an agile manner, this means that additional effort, investment, and consideration are needed to achieve a sustainable strategy that enables agile benefits.


This book is devoted to providing a practical kit of agile adaptations for distributed, dispersed, and virtual projects and teams. It is devoted also to explaining the underlying impact of offshoring on agile ways of working.


Overview of the chapters


In Chapter 1, we describe the most common offshoring setups and discuss the necessary adjustments and considerations when implementing agile ways of working in each of these contexts. In particular, we focus on remote agile teams in the team shopping setup, partially and fully virtual agile teams, DevOps teams and Development and Operations teams’ pairs; and outline the principles of setting up large-scale agile projects.


In Chapter 2, we focus our attention on what is a good agile team in a global organization and how to support these teams, cultivate knowledge networks that are necessary for team autonomy, discuss the importance of trust and bridging cultural differences, and provide tips for onboarding new team members. 


In Chapter 3, we provide practical recommendations for establishing effective coordination and communication in distributed agile projects. The readers will find tips for conducting successful daily stand-up meetings, Scrum of Scrum meetings, retrospective meetings, liftoff sessions and demo meetings; and introducing tool support for virtual agile teams. 


In Chapter 4, we discuss the special adjustments and considerations for large-scale distributed agile projects. In particular, we discuss the needs for alignment and governance, bottom-up approaches to governance in agile organizations, the benefits and shortcomings of modularization approaches, and meeting fora important for enabling coordination and communication in offshoring projects in the large. 


Overview of industrial cases

Throughout the book, we use examples from our own and related research to illustrate different aspects of setting up offshoring collaborations and implementing and adjusting agile practices. These include the following.


AppInternational—an international company developing and deploying content management systems developed in different Spanish and Asian sites of the company. 


CroTel—a Croatian company with more than 2,000 employees across two research and development centers nationally. The company operates in the telecommunications area and works closely with SwedCo.


DutchCo—a Dutch software product and service supplier for customers primarily in the telecom domain, outsourcing to an Indian vendor.


DutchTelework—a small but growing Dutch software company that allows their employees to work from home. This is a special case of virtual teamwork that we found very relevant for our book, even though the geographical dispersion in this case is relatively small.


GerCo—a German company working with a Latvian outsourcing service supplier.


InVend—an Indian vendor with around 400 employees, working towards international customers, including DutchCo. 


NorBank—a Nordic bank, pension, and insurance organization with more than 2,000 employees working on changing the way the IT development unit delivers digital offerings in the bank. The development unit is distributed between Norway and Sweden and has long-term relationships with partners in Ukraine and India to have access to enough software developers.


NorConsult—a Norwegian consulting firm with 400 employees. They specialize in strategy, technology development, and design. They were one of the earliest Nordic companies to adopt agile methods. NorConsult has experience working with developers distributed from different locations across Europe. 


NorEng—a multinational provider of software for the energy, process, and maritime industries situated in Norway. NorEng has software developers and testers in several countries, including Norway, USA, Malaysia, UK, Germany, and Poland, and a testing center in China. 


NorTel—an international software company with 700 employees that specializes in telecommunications. They have developers in Finland, Malaysia, and Norway.


SwedCo—an international company headquartered in Sweden, one of the leading providers of telecommunication systems. In this book, we use several different projects from SwedCo to exemplify the distributed agile settings, all distributed between Sweden and China.


SwedPlay—a Swedish company working on online gaming solutions and outsourcing parts of their product development to a software vendor from Ukraine. 


SwedStream—a Swedish software company delivering a music streaming platform and services distributed across six research and development offices in three countries and the USA, Sweden, and the UK.


TelcoInternational—an international company providing telecommunications operations and services around the world.


Besides the discussions on how to integrate agile and offshoring strategies, this book is a collection of practices and techniques readily available for the readers to use. Here, we summarize these:


Further reading

Finally, we have tried to provide tips for further reading to our readers by pointing toward research articles and books related to each of the discussed points. Sections on further reading can be found at the end of each chapter.
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