




•Vinod has written a compelling book on a topic that is generating a lot of interest 
today but whose business outcomes are not yet clear. Combining his own rich experi-
ence as a practitioner of Agile techniques with a lucid narrative style, Vinod provides 
many insightful perspectives to address the challenging yet essential function of own-
ership transfer of IT projects. More importantly, Vinod has been able to bring struc-
ture and practical application to an area that most often than not is ad-hoc and 
ambiguous. This piece of work is an important step in addressing a question that 
will become more and more relevant in the complex world of IT outsourcing and 
offshoring in the years to come.Ž

„Rizwan Hazarika, CIO and cloud advisory services lead, 
ASEAN region, IBM

•Knowledge transfer is an area that too many executives are willing to throw under 
the bus (along with QA) when budgets and deadline pressures begin to loom. Vinod 
provides a compelling rationale for understanding why knowledge transfer needs to 
be planned as a normal part of the SDLC. We ignore his analysis at our own peril!Ž

„John Peebles, senior vice-president, 
digital media at Sothebys

•Every once in a while, the care and feeding of software assets changes hands in 
 enterprise IT. This may be because of a decision to outsource, insource, or simply 
switch vendors. The quality of the handover is crucial, as Vinod points out in this 
one-of-a-kind book. But handovers receive less attention than required„in practice 
as well as in theory„as evidenced by the lack of books on this topic. Handovers are 
typically dealt with as a three-month transition exercise, usually irrespective of the 
size and complexity of the transition. Post-transition performance almost always 



•Typically in a project-transition context, the environment is hostile as one team is 
losing the work and the other is taking it over, which leads to not-so-productive out-
comes. Vinod has brought in a new approach to the situation, using Agile principles 
and values, making it a more collaborative effort. The book is a good read with rich 
elucidation of experiences and case studies of real-life engagements.Ž



development methodology, the Agile way of doing the knowledge transition makes 
sure that both the parties actively pair during the transition to ensure the ownership 
transfer and not just to complete yet another milestone.Ž

„Pravin Thakur, offshore development 
head, Thetrainline.com

•This book is a good reference for the ownership-transfer approach. It covers aspects 
related to both management and engineering practices. Vinod has very well explained 
his experience, to which we can relate.Ž

„Anish Cheriyan, director-quality, 
Huawei Technologies, India

•Ownership transfer is not an everyday affair in project delivery. Neither is it so rare 
that people in the industry can wish it away. It is a crucial phase of projects and lays 
the foundation for a new beginning. At the same time, it is a perilous path as this 
phase brings with it many unknown unknowns. It is also dangerous because leaders 
are not always in control of situations given the multi-party involvement. Vinod 
brings out much needed attention and focus to an underrated topic through this 
book. The book provides details on both hard and soft aspects that play out during 
an ownership transfer. It also brings an interesting angle on using Agile principles for 
such activities. A must read for technologists who want to handle such transitions 
professionally.Ž

„Padmanabhan Kalyanasundaram, 
head of  the delivery excellence group at Mindtree

•We are starting to see the influence of Agile combined with digitization in almost 
every organization. Ownership of these initiatives is a key criterion to making Agile 
successful in today•s fast-paced tech world. Vinod has captured the essence of own-
ership in delightful detail, including the challenges and pitfalls, which are illustrated 
very well with real-life examples. He brings in a refreshing approach to taking own-
ership utilizing the fundamental principles of Agile. A very useful book for transi-
tion managers and all members in the delivery organization.Ž

„Jijo Olassa, CEO and cofounder, 
Verbat Technologies



•Project transitions are common in a multi-actor world. One of the key components 
of transition is knowledge transfer. Vinod provides a practitioner•s multidimensional 
perspective on best practices to adopt covering technical and human-related aspects. 
It covers Lean Agile, the three bridges, and specific measurement metrics to quantify 
the efficacy of the process. These are based on real-life experiences from the trenches. 
If you are interested in quickly executing the insights in this book, you would find the 
Things to Know and Do sections extremely crisp and actionable. Overall it fills a 
much needed knowledge gap and can serve as an execution playbook for effective 
project transfers.Ž

„Derick Jose, cofounder, Flutura

•Vinod has put together a compelling book that illustrates how not to be doing 
 knowledge transfers. He has then married Agile philosophies to provide a completely 
different take on knowledge transfers, or ownership transfers, as he calls them. Since 
I had run a similar exercise, I could relate to a lot of the principles in the book. Com-
ing from a product management background, I was particularly interested in the 
concept of •continuous business•. The narrative-driven style ensures that the book is 
an easy read. The approaches given in this book will aid any IT organization as they 
execute their restructuring efforts or revamp their sourcing strategies.Ž

„Linda Taylor, product manager, 
thetrainline.com

•This book addresses a topic missing in current literature. It provides a valuable 
addition to the professional literature. In particular, the text is based upon the actual 
experiences of the author and his team. Numerous real-life examples are cited and 
bring the text a rich sense of practical advice. More important, the author has gener-
alized the team experience and shown how this knowledge may be applied generally. 
While the book focuses primarily upon the issues faced by teams who use an Agile 
approach, most of the topics can be applied more globally. I have participated in 
ownership transfer, especially in the re-insourcing of IT services from Electronic 
Data Systems to the Blue Shield of California client team. Almost all of that develop-
ment had been accomplished in a more traditional fashion. We would have benefited 
greatly from having a guidebook such as this to assist us.Ž

„Daniel Scott, chief  consultant, 
LD Scott Consulting 



•A thorough and interesting account of a complex handover. This book talks can-
didly about a topic that the industry prefers not to address openly. This unique 
insight provides lessons for anyone thinking about taking over or handing over the 
development and running of a system. Seeing where others have succeeded and failed 
gives real practical guidance on everything from the structuring of contracts to the 
running of the teams.Ž

„Brett Ansley, CPO, VictoriaPlum.com



•Each IT application transfer project has its nuances and while there is a framework 
and best-practice guideline„the success or otherwise of a project is based on a clear 
understanding of its nuances and challenges, which would then pave the way for a 
well thought-out transfer program. Vinod has articulated well the need to strike a 
balance between leveraging such a standard framework and chalking out a fit-for-
purpose program. Vinod has further brought this out through some options, such as, 
for instance, by outlining the efficacy of DevOps model, a model that seems to stand 
a much better chance of succeeding. IT application transfer projects often go off 
rails due to a short-term focus. Vinod has again described the importance of defining 
a scope that looks beyond the short-term milestones and considers the overall needs 
of the business„that is, the sustainability of the outcome of such transfer projects. 
A critical success factor for an IT application transfer project is the need for upfront 
and continuing trust among all stakeholders, and more importantly, an alignment on 
the mutual benefit of the project. Vinod has articulated well the people dynamics 
and how an •upfront foundation of trust• could cut out wastes in the process and 
ensure that teams are working for a common purpose. Blatantly obvious, but Vinod 
has stressed the importance of this dynamic in a very compelling manner.Ž

„Ravikumar MR, head of  strategic 
operations- global markets, 

Allied World Assurance Company

•This book is not a theoretical dissertation on transferring ownership of a software 
project; it is a usable reference guide on how to set up a project to enable successful 
transition. Many of the ideas generated will lead to a healthy team environment and 
make for better all-around product delivery.Ž

„Sameer Deans, delivery partner 
(principal consultant)

•This book is an excellent treatise on a highly critical subject, which is often not only 
taken for granted but also done incorrectly. The book is even more credible as Vinod 
has expounded the topic based on his extensive practical experience. IT products 
and solutions are highly valuable knowledge-based assets, and therefore it is impera-
tive that the •ownership• of knowledge transfer be done diligently. The approach pro-
pounded by Vinod, which is based on Agile principles, will certainly help in 
significantly reducing the disruptions and uncertainties not only during the transfer 
process, but more importantly, after the transfer as well.Ž

„Sunil Mundra, Agile principal consultant, 
ThoughtWorks



•In a fast-paced world where knowledge transfer is often outstripped by the speed of 
business„with the next project often takes focus before the last project is fully 
embedded and sustainably maintained„Vinod provides much-needed practical 
insights that bring agility to this last mile of implementation.Ž

„Betty Enyonam Kumahor, managing partner, 
The Cobalt Partners

•This book breaks the misconception that software ownership transfer is confined to 
knowledge transfer. Through various anecdotes, Vinod takes us on a journey of the 
complete spectrum of software ownership transfer, discussing the technology issues, 
process issues, people issues, emotional issues, security issues, stakeholder expecta-
tions, etc. He also gives practical information on how to use Agile  methodology in 
ownership transfer and how we measure progress. A good read if you are involved in 
any kind of software ownership transfer.Ž

„Dattatri Salagame, COO … digital transformation and 
enterprise solutions, Happiest Minds Technologies 

•In an IT application knowledge-transition scenario, it is the ownership transfer that 
makes or breaks the day. This is seldom understood. Vinod has brought out this 
aspect with good anecdotes from other situations as well.Ž

„Ramesh Ramakrishnan, 
Tata Consultancy Services

•The book provides some excellent examples and food for thought to anyone who is 
considering or about to embark on the perilous journey that is software ownership 
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Preface

In 1990, C. K. Prahalad and Gary Hamel argued for organizations to focus on their 
core competence.1 In many ways, this planted the seed for large enterprises to 
 outsource their IT activities. It was around this time that IT service organizations 
bloomed and mushroomed. Many IT activities were first outsourced, then offshored. 
Organizations derived cost arbitrage, a 24-7 work cycle, apart from de-risking their 
information and knowledge assets.2 The geographic spread of outsourcing provides 
business continuity guarantee. Twenty-five years later, almost every Fortune 500 
company has either executed outsourcing and offshoring or, at a minimum, given 
considerable thought to its outsourcing strategies.

But times have changed. Today•s world is replete with the paradigms of the Lean 
methodology, innovation, disruption, and of course, Agile. Indeed, we are witness-
ing another wave of Schumpeterian creative destruction.3 Younger companies are 
leapfrogging established players to create products that are far more sophisticated 
and personalized. These changes are forcing organizations to rethink their sourcing 
strategies. Offshoring has given way to near-shoring (relocating to locations in 
neighboring countries), on-shoring (relocating to low-cost destinations within the 
same country), and, of course, insourcing (taking work back into the organization).4

At an organizational level, these sourcing strategies translate into ownership 
changes for application platforms. Applications and projects change hands as port-
folios get realigned among the members of management. In this book, the focus is to 
explore how these ownership transfers can be executed with minimum risk and 
 maximum efficiency. Ownership transfers are a consequence of organizational 
restructuring. Organizational restructuring is a vast subject in itself and perhaps 
requires another book. Hence, I have not dealt here on why these transfers occur.

As I wrote this book, the title underwent several changes. I started with Agile 
Knowledge Transfer. My then MD (managing director) at ThoughtWorks, Sunder 
Malyandi, suggested that this should be positioned at the decision-maker•s level. Agile 
is serving a larger purpose, and that larger purpose is transferring ownership. I then 
changed the name to Ownership Transfer, but this title seemed confusing to many 

1. https://hbr.org/1990/05/the-core-competence-of-the-corporation

2. https://www.flatworldsolutions.com/articles/top-ten-reasons-to-outsource.php

3. https://en.wikipedia.org/wiki/Creative_destruction

4. http://www.mckinsey.com/insights/business_technology/rebalancing_your_sourcing_strategy

https://hbr.org/1990/05/the-core-competence-of-the-corporation
https://www.flatworldsolutions.com/articles/top-ten-reasons-to-outsource.php
https://en.wikipedia.org/wiki/Creative_destruction
http://www.mckinsey.com/insights/business_technology/rebalancing_your_sourcing_strategy
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and the policies in effect in that organization. Having said that, some of the stories in 
the book provide examples of ways team morale can be maintained.

I believe this subject has not been studied enough, and even with this book, we 
have barely gotten our feet wet. I fervently hope that organizations and groups will 
think beyond a ninety-day templated model for knowledge transfers. I will consider 
my purpose accomplished if organizations begin to look at ownership transfers 
holistically and plan for transitions over larger time spans with a deeper appreciation 
of the scope involved. I would be happy to hear any stories of organizations that 
realized their mistakes midway through a transfer and were successfully able to cor-
rect their course.

Who Can Make These Ideas Work?

This book is meant for medium-to-large organizations (from fifty to several  thousand 
employees) who have significant investment in hardware, software, and personnel. 
Organizations and ISVs who find a need to execute sourcing transitions differently 
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of the EuroT project. Chapters 5 through 12 pick out specific dimensions of this 
topic and discuss various nuggets of thought.

At the same time, I also included several other stories, such as that of Arival 
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In December 2012, Mason, our development director, flew down to Bangalore. Every 



Introduction2

This relationship, which started as a one-off task, eventually translated into one 
of the longest and strongest partnerships both organizations ever had, one which ran 
for many years. As the software platform matured and the business gained robust-
ness and growth, it was time to level down the engagement. Although many  factors 
were behind the decision, the primary driver was EuroT•s need to reduce capital 
expenditure.

That week in 2012 was a busy week for the EuroT Leadership Team. We 

http://bigthink.com/think-tank/5-big-moments-in-the-history-of-knowledge-transfer
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Every IT product goes through a knowledge transfer (KT) phase at some point in its 
lifetime. Quite often it is immediately after development is completed and mainte-
nance has taken over. Sometimes other reasons can trigger a knowledge transition. 
Outsourcing, an incumbent•s poor performance, or business landscape changes can 
trigger a need to hand over an IT product.

While going through this phase, enterprises often do not have a predictable way of 
transitioning. In outsourcing scenarios, one relies on the expertise provided by the ven-
dor taking over the application. In cases of restructuring or insourcing,  organizations 
might not have a ready reckoner to look at how these transitions can be handled.

Most IT service organizations use a readymade template for  knowledge transfers. 
The processes in these templates rely on a set methodology of analysis, shadowing, 
reverse shadowing, and steady state. Some organizations also talk about a stabiliza-
tion phase. Contracts are signed up with timelines of three months, often followed 
by a stabilization phase. However, the delivery teams may face inordinate challenges:

 € Challenge 1: The most obvious challenge is that there is a lot to do within a 
short span of time. Apart from everything else, assembling the team, knowing 
the lay of the land, and putting a plan in place will shave off a few weeks from 
the schedule.

 € Challenge 2: The next challenge is to get the customer and incumbent to 
agree to the plan. This may take longer than you expect. In fact, it can take 
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 € Challenge 3: People soon realize they are falling behind schedule. With strict 
timelines, there is a tendency to cut corners, and quality begins to suffer.

 € Challenge 4: Most well-laid plans bring out unknowns. Strict timelines often 
do not allow for time to unearth the unknowns.

A tactical challenge faced by the new team is getting all the right access to all  systems 
within this timeframe. Assembling members is a crucial step before getting the 
access rights. Only when the members are assembled can we tell which  individual 
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(continued)

ITIL versus DevOps

Over the last few years, we have witnessed the industrialization of IT 
 operations. ITILa (Information Technology Infrastructure Library), a set of 
practices for IT service management (ITSM), has matured over the last five 
years. We now see the advent of automation in this space. Companies such as 
IPSoftb are using robots and artificial intelligence to support IT and business 
operations. These will continue to be relevant for large platforms  running 
on COTS (commercial off-the-shelf) software implementations with  limited 
 customizations. In fact, with industrialization, we are seeing  transitions 
mature and become more efficient in the COTS space.

Our world is hurtling relentlessly into a space where differentiated 
 experiences and a quick time to market are becoming keys to survival. At the 

Post Takeover

The period after takeover always shows a dip in production availability and reliability. 
Teams go through long hours of stress as they battle production tickets and unknown 
areas of the application. Time taken to fix issues increases. Service organizations 

http://searchdatacenter.techtarget.com/definition/ITIL
http://www.ipsoft.com/
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moment, there are quite a few differences between ITIL and DevOps. In order 
to aid this transition, I believe the ITIL paradigm will change to include key 
principles from the DevOps world: 

1. DevOps takes a holistic view and stresses on the performance of the entire 
system. ITIL looks to break down the whole into phases of activities.

2. DevOps looks for a cross-disciplinary approach and stresses on outcome 
orientation. In the traditional ITIL set-up, there are clear compartments 
between Development and Operations. Even within operations, there are 
clear distinctions between Release Engineers, DBAs, Network Engineers, 
and Operations Staff.

3. DevOps tries to amplify feedback and continuously learn. The ITIL 
ethos follows planning control and documentation. ITIL tries to bring 
consistency by creating processes and checklists.

4. Both ITIL and DevOps use automation. In the case of DevOps, the focus 
is on automating routine tasks. With ITIL, artificial intelligence is being 
used to mimic human behavior.

To put it succinctly, the future of ITIL is one in which robots take over 
human activities. The ITIL paradigm (as does the Industrialization principle) 
looks to remove the uncertainties brought in by human interactions. In the 
DevOps world, on the other hand, the future looks to automate verifications 
done on the system by team members. DevOps and Agile celebrate the social 
angle of software development and maintenance.

 Contracting

Enterprises are starting to recognize the need for longevity of key members. Today, 
customer organizations seek to get the names of key members put in the contract. 
Exit clauses in contracts are getting longer and longer. IT set-ups are learning the 
need to ensure continuity and cooperation in the case of handovers. There is an 
appreciation within enterprises that team transitions are becoming the norm rather 
than the exception. More than seven pages of a contract can be dedicated to engage-
ment termination. These contracts touch upon various aspects from setting up tran-
sition managers and knowledge transfers to the rebadging of vendor personnel. 
Some contracts have even begun to require that client nominees be able to work from 
the vendor offices for purposes of transition. One must commend the proactive 
think-through on this subject at the contracting phase itself. The irony, though, is 
that organizations are trying to secure cooperation through contract negotiation.
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Timing

A rush to complete transitions can have a detrimental effect. Let•s take the example 
of banks. Bank activities are generally seasonal. Year-ends are crucial periods. 
 Transitions in today•s banks are planned so that teams do not •mess upŽ this crucial 
time. In effect, there is a rush to complete the transition before year-end activities 
begin. But what is often overlooked is that the new team is suddenly facing a set of 
crucial activities that they never had experience with. It•s a bit like fielding the 
national squad for the World Cup with a set of players who have never played in a 
high profile and high pressure arena. No team has won the World Cup while fielding 
an entire squad of greenhorns. Instead, winning teams always have a judicious mix 
of youth and experience. Similarly, in the case of transitions, is it not better to have 
the new team pair up with the incumbent on an activity as critical as this, rather than 
relying on the new team•s untested skills and capabilities to pull through?

Scope

Today•s knowledge transfer focuses on taking over the support and maintenance of 
an application. However, no focus is given on how teams should work to enhance the 
application. Development is different from support. The exercise of inception to 
working with business on showcasing stories is unique to every organization. In three 
months, which is about the duration of today•s transition agreements, many teams 
don•t get an opportunity to partner with the incumbent and deliver an enhancement. 
Imagine a scenario when the old team is no longer around and the new team is tasked 
with an enhancement. They meet the business folks and they are told •that•s not how 
we do it here,Ž or worse, •that•s not how the old team used to run this.Ž That can 
make the situation quite awkward, and things can quickly decline from there.

Today’s Transition Program Manager

Suresh is an experienced IT program manager working for a large service 
organization. He has been working in the IT industry for over fifteen years. 
He has led several successful transitions in his career. When his team contracts 
with a new account, they identify large development projects expected ahead 
of time. Then, they request the incumbent to complete these projects. Because 
Suresh•s team will have their hands full taking on the maintenance aspects of 
the existing platform, they don•t have time to focus on the new projects. Suresh 
realizes that this goes against the grain of practical wisdom. The new projects 
drive innovation. New projects will have more maintenance and enhancement 
challenges after they go live. Yet his team continues to focus on the matured 
systems even as work in progress (WIP) streams do not attract any focus.
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http://agilemanifesto.org/
https://en.wikipedia.org/wiki/DevOps
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Practical World

Many of my friends and colleagues work in the IT industry. Many work in service 
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The Evolving Nature of the Program

Areker Bank is one of the largest banks in the U.S. Their current banking  platform, 
named Lothar, has been running for the last thirty years. Over time, their cus-
tomer demographics began to change. Customers had become more connected, 
empowered, and demanding. The bank implemented a next-generation banking 
product to serve this new-age customer„Banker, a product of Sofa Technologies, 
one of the largest software companies in the world. This program was christened 
as Nerup.

Areker planned to utilize Agile methodologies for the implementation. They 
took over direct responsibility for implementing Banker from Sofa. Areker engaged 
 LeanAgile, Inc. in the transition program. The plan was for LeanAgile to take 
over the Banker product implementation from Sofa within a span of six months, 
but as the engagement progressed, they realized that Sofa Technologies brought 
deep  product knowledge, something that neither Areker nor  LeanAgile would be 
able to pick up within six months. Because this was still a fairly new product, 
only personnel within Sofa technologies had enough knowledge of the�product 
to effectively  implement it. Such skills were not available elsewhere in the market.

As this realization dawned on the parties, they extended their engagement with 
Sofa Technologies. The teams have now been working on Banker implementation 
for more than two years. Even to this day, the implementation team is largely com-
prised of Sofa engineers. They were able to change course because at some level they 
were following the Lean principle to defer commitment.3 This principle states that 
 decisions must be frozen as late as possible in the process, especially those decisions 
that become irreversible. If they had made up their minds to take over and sealed 
down contracts and timelines accordingly, the banking system would have crashed, 
and most likely Areker Bank would have gone out of business.

Politics

Most IT organizations take a radically different approach than what Areker Bank 
chose. Knowledge transfer often begins with a surreptitious agreement between the 
customer and the new vendor. This period sees heavy negotiations. The client is keen 
to get good rates and a robust set of SLAs (service level agreements).4 The vendor is 
keen to win the business. All of the negotiations are centered around rates, the SLAs, 
and how soon one can take over. In effect, all of the negotiations are about improving 

3. www.allaboutagile.com/7-key-principles-of-lean-software-development-2/

4. http://searchitchannel.techtarget.com/definition/service-level-agreement

http://www.allaboutagile.com/7-key-principles-of-lean-software-development-2/
http://searchitchannel.techtarget.com/definition/service-level-agreement
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IT efficiency. There is little to no focus on business outcome. The vendor uses their 
prior knowledge with similar engagements to negotiate. The client uses their histori-
cal experience with the incumbent to negotiate. All through the process, both IT 
parties overlook the purpose of the product.

Unfortunately, these discussions and the negotiated contract are what drive team 
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Things to Know and Do

 € Program schedules can be unrealistically short given the operational challenges 
to execute such programs.

 € The true cost of transfer includes the opportunity cost of missed projects and 
revenue loss due to increased service disruptions.

 € The focus on transitions is often on efficiency and not effectiveness. There is a 
greater focus on activity over outcomes.

 € Scope may be focused only on maintenance and not enhancements. This gives 
no opportunity to prioritize what needs to be transitioned and what doesn•t.

 € Politics may creep in between the three groups: IT management, the incumbent 
team, and the new team.

 € The program may evolve differently from what was envisioned. Watertight 
contracts do not provide wiggle room to course-correct the transition.
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