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Abstract 
Several studies have been conducted regarding the importance of knowledge management 
within an organization. Furthermore, due to the successful outcome of the implementation of 
agile project management approaches within the IT-sector, they have been implemented in 
other sectors as well. The purpose of this master thesis is to examine how agile project 
management influences knowledge sharing within a project team in an engineering 
consultancy firm. 

The study was conducted through a qualitative approach at a Swedish engineering 
consultancy firm. Data was gathered from observations of project meetings and interviews 
with consultants involved in projects that have implemented agile methods. Moreover, 
interviews were conducted with external experts with expertise in agile project management 
in order to obtain additional perspective. Semi-structured interviews were conducted with 
modified questions for consultants and agile experts. Thereafter, the empirical findings were 
interpreted by the theoretical concepts in order to sum up the report with conclusions. 

Firstly, the study confirmed that the implemented agile methods influence explicit knowledge 
sharing whereas the tacit knowledge sharing is not enabled sufficiently within a project team. 
Secondly, it could be concluded that the implemented agile methods influence project 
transparency, team-collaboration and communication. This positive influence enables 
knowledge sharing within a project team. Lastly, the conducted research concluded that agile 
methods influence consultants to share knowledge due to the nature of required inputs in 
these methods. Since tacit and explicit knowledge sharing and its documentation is equally 
important for the success of a project and the consultancy company subsequently, this 
research has concluded that a hybrid of traditional management approaches and agile methods 
is essential to share and document both types of knowledge for alike consultancy firms. 
Consequently, the research findings resulted in recommendations which aim to improve the 
process of creating and implementing a hybrid of management approaches.  
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Sammanfattning 
Flera studier har genomförts avseende betydelsen av kunskapshantering inom en organisation. 
Som en följd av flera framgångsrika resultat av implementerade metoder inom agila 
projektledning inom IT-sektorn har dessa metoder även börjat implementeras i andra sektorer 
Syftet med detta examensarbete är att undersöka hur agil projektledning påverkar 
kunskapsdelning i ett projektteam i ett tekniskt konsultföretag. 

Studien genomfördes med ett kvalitativt tillvägagångssätt vid ett tekniskt konsultföretag i 
Sverige. Data samlades genom observationer av projektmöten och intervjuer med konsulter 
som deltar i projekt där agila metoder har implementerats. Dessutom genomfördes intervjuer 
med externa experter med kompetens inom agil projektledning för att få ytterligare 
perspektiv. Semi-strukturerade intervjuer genomfördes med modifierade frågor för konsulter 
och agila experter. Därefter tolkades de empiriska resultaten med de teoretiska koncepten för 
att sammanfatta studien med slutsatser. 

För det första konstaterade studien att de implementerade agila metoderna påverkar den 
explicita eller uttalade kunskapen medan den underförstådda eller tysta kunskapsdelningen 
inte påverkas tillräckligt inom ett projektteam. För det andra kan det konstateras att de 
implementerade agila metoderna påverkar ett projekts transparens, samarbetet i ett team och 
kommunikation. Detta positiva inflytande möjliggör en kunskapsdelning inom ett 
projektteam. Slutligen konstaterade studien att agila metoder påverkar konsulternas vilja att 
dela med sig av kunskap på grund av metodernas karaktärer vilka fordrar input. Eftersom tyst 
och explicit kunskapsdelning är lika viktiga för ett projekts framgång har den här 
undersökningen dragit slutsatsen att en hybrid av traditionell projektledning och agila metoder 
är avgörande för att upprätthålla båda typerna av kunskapsdelning för konsultföretag av 
likadant slag. Forskningsresultaten resulterade följaktligen i rekommendationer som syftar till 
att förbättra processen att skapa och genomföra en hybrid av projektledningsmetoder. 
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1. Introduction  
1.1. Background 
The industry of management consultancy is continuously growing due to the increasing 
demand of external expertise in organizations (Engwall and Kipping 2013, Visscher 2006). 
Moreover, the consultancy firms are based on projects that are temporary, complex and 
fragmented. This, in combination with changing environmental conditions, human standards 
and needs, organizations are required to constantly improve and develop in order to maintain 
their business success and competitiveness through being more flexible towards changes 
(Adesi et al. 2015, Cheng et al. 2005, Whetten 2011). 

One way this can be achieved is through the sharing knowledge, which is a competitive 
capital (Argote and Ingram 2000) since the success of a company is based on efficiency and 
effectiveness of knowledge management (Abu Bakar et al. 2016). Furthermore, knowledge 
management in consultancy firms is crucial in order to take advantage of knowledge before it 
is lost, such as the distinct work procedures of consultants, as well as to deliver the latest 
advices which is one of the consultants’ core competences (Taminiau 2009, Werr and 
Stjernberg 2003). Additionally, the project-based environment emphasizes on the required 
conversion of individual knowledge to organizational knowledge. An organization would 
need to ensure that effective methods are sharing collected long-term experiences so that a 
loss of an employee due to retirement or resigning will not affect the company itself and 
neither the according project. Once this is achieved, knowledge can be collected, shared and 
applied (Ouriques et al. 2018). 

Due to the dynamic market, more complex projects and the importance of KM, the choice of 
a management approach can be crucial. Among the well-known approaches is the traditional 
project management approach. This approach is beneficial for projects that are 
straightforward, foreseeable, stable and demand extensive documentation throughout all 
phases (Boehm 2002, Fernandez and Fernandez 2008, Williams 2005). Teams within 
traditional project management are composed of specialized expertise and encompass a 
hierarchical structure (Lindsjørn et al. 2016). Therefore, interaction and communication 
among team members is defined.  

However, the traditional approaches have been questioned the last decades and attempted to 
be replaced by new methods. Agile project management, APM, was introduced within the IT-
sectors to increase productivity, efficiency and responsiveness to clients (Nicholls et al. 
2015). Furthermore, agile methods within APM enhance the communication and interaction 
among project members due to the team multidisciplinarity (Laanti et al. 2011). This 
management approach has started to be implemented in other sectors as well due to the 
positive outcome within the IT-sectors (Conforto et al. 2014, Gustavsson 2016, Laanti et al. 
2011) The main benefits of using agile methods within non-software organizations are 
customer interaction, team work, flexibility and productivity (Gustavsson 2016). 

1.2. Research Problem  
As stated, consultancies are known to be knowledge-intensive and project-based 
organizations where the consultants work in particular projects of other organizations. Due to 
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this, knowledge sharing among consultants and within the consultancy organizations can be 
limited. Furthermore, tacit knowledge sharing is neglected in the traditional project 
management approach due to the focus on heavy documentation (Chau et al. 2003), and 
especially in consultancy firms where individuals consider tacit knowledge as their competing 
power (Dunford 2000). Consequently, knowledge sharing within a team can be restricted 
which eventually might affect the project and the organizational success subsequently. 
Whereas, compared to traditional methods, agile methods value individuals and interactions 
over processes where informal communication, both between team members as well as 
between team and client (Hohl et al. 2018) replace a big part of written documentation 
(Abbas et al. 2008). In other words, unlike the traditional methods, agile methods emphasize 
more on how to share tacit knowledge rather than explicit knowledge. This can be beneficial 
for a consultancy organization in order to avoid the loss of individual knowledge.  

The research was conducted in cooperation with the management department of an 
engineering consultancy firm where agile methods have been implemented in some projects 
in order to improve the collaboration and outcome. A research regarding agile project 
management’s influence on knowledge sharing was formulated and conducted due to the 
indicated lack of knowledge sharing within a department. 

1.3. Purpose and Research Questions 
The aim of this research is to identify how agile project management methods within a firm 
influence knowledge sharing in a project team. This will be achieved by investigating how 
implemented agile methods contribute to knowledge sharing in practice and by interpret these 
findings with the theoretical framework. Furthermore, based on the findings, a practical 
contribution will be made in the form of recommendations that will be provided to the 
consultancy firm and can be applicable to alike organizations. As a final note, the expected 
findings of this report may discover additional literature gaps for further research topics. 
Table 1 presents the formulated research questions that are based on the research problem and 
purpose. 

Number Research Question 

RQ1 What type of knowledge is shared? 

RQ2 How do agile methods contribute to 
knowledge sharing based on team 
collaboration and formation? 

RQ3 How can agile methods affect consultants to 
share knowledge? 

	
Table 1. Research Questions 
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1.4. Delimitations 
In order to maintain a confined scope, the report will be delimited to a company-specific 
engineering consultancy firm located in Stockholm, Sweden. In addition to this, the research 
was also restricted to the management department in the organization. Therefore, the research 
will be restricted in regards of in-depth perspectives from employees in this consultancy 
industry and experts living in Sweden. Furthermore, due to the limited time, 20 weeks, the 
number of conducted interviews and observations are limited.  

1.5. Disposition  
Chapter one provides an introduction about the study that encompasses background 
information, research problem, purpose and research questions, delimitation and disposition 
of the research paper. Chapter two presents a literature review that includes definitions, 
concepts and previous studies regarding project management approaches and knowledge 
sharing within consultancy firms. Chapter three embodies a theoretical framework consisting 
of concepts and models involved in knowledge sharing as well as agile methods. Chapter four 
presents the methodology and approach that were used by the authors to create data for the 
research and contains remarks regarding ethics, validity and reliability. Chapter five 
demonstrates the empirical outcomes obtained through semi-structured interviews and 
observations. This chapter is fundamental for the data analysis chapter and is also categorized 
into three sections, interviews with project managers, interviews with external experts and 
conducted observations in agile project meetings. Chapter six provides an empirical data 
analysis where the findings in Chapter five are interpreted with theoretical framework in 
Chapter three. Chapter seven presents the conclusions, recommendations for the specific 
company and alike organizations, limitations for this research paper and finally 
recommendations for further researches. 
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2. Literature Review 
2.1. Consultancy Firms and Project Management 
Jang and Lee (1998) and Visscher (2006) state that the management consultancy industry has 
grown enormously the last decades, where a broad range of specialism is offered. The 
demand for consultants is increasing as organizations request advice from external experts 
due to assumptions of lacking sufficient expertise. Therefore, the number of consultancy 
firms is increasing globally which consequently influences corporate communication among 
and within corporations and public agencies (Engwall and Kipping 2013). 

Turner and Müller (2003) define a project that has a finite period where diverse work 
activities are carried out, with one or more defined objectives. According to Cheng et al. 
(2005), consultancy organizations are mainly project-based. Furthermore, in these project-
based workplaces, short-term interaction and involvement occur in team-oriented 
environments. Generally, a project is considered successful if it is finished on time, total cost 
is not exceeding the intended budget, all initial goals are accomplished, and the client 
approves the outcome (Eduard-Gabriel et al. 2017). These projects can create unpredictability 
and requires managers to respond flexible to rapidly changing project circumstances. 
However, this is challenging for the individuals charged with managing performance as 
projects get more complex due to the change of clients and globalization. Therefore, new and 
updated methodologies are required for project management (Adesi et al. 2015) and 
especially within consultancy firms (Cheng et al. 2005). 

There are several project management methodologies available; however, among the most 
common ones are the traditional, PMI/PMBOK (project management institute//project 
management body of knowledge), IPMA (international project management association), 
PRINCE2 (projects in controlled environments) and APM (agile project management) 
methodologies (Jovanovic and Beric 2018). This report focuses only on the traditional 
management and agile management approach and the reasoning behind the shift between 
them respectively. Traditional management methods are nowadays aimed to be replaced by 
new ones that are more efficient in dynamic and volatile environments, such as agile methods 
(Laanti et al. 2011). Both management methods will be discussed further in the following 
sections. 

2.2. Traditional Project Management 
According to Haas (2007) and Hallin and Karrbom Gustavsson (2015) the traditional 
management approach emerged in the defense and aerospace industry where the first project 
models were developed. These were called stage-gate models and they break down a project’s 
overall goals in sub-goals. Fernandez and Fernandez (2008) further discuss that a stage-gate 
model consists of sequential phases that are dependent on each other, which each are finalized 
with no feedback loops; and the solution, the end product, is not released until the final phase. 
Furthermore, Boehm (2002) and Williams (2005) discuss how traditional project management 
is known to be beneficial for projects that are straightforward, foreseeable, stable (not change-
friendly) and have a set of boundaries that facilitate the planning. In the project team, work 
can be easily distributed because of well-defined requirements and well documentation 
(Fernandez and Fernandez 2008). In other words, traditional project management is rational 
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and engineering-based stage-gate models with a high focus on the iron triangle. The main aim 
is to complete a project within the planned scope where budget and time can vary in order for 
the project managers to reach the predicted project result (Špundak 2014). The iron triangle 
will be further explained in 2.3 The Shift Towards New Management Approaches.  

Fernandez and Fernandez (2008) state that traditional approaches suit projects with clear 
primary client requirements, defined project goals and a general low level of uncertainty. 
Furthermore, this approach is beneficial in projects that demand formal documentation of all 
phases of the project (Fernandez and Fernandez 2008). In addition, Coram and Bhoner (2005) 
argue that large projects regardless of the number of project team members and duration with 
complex and defined requirements are more suitable for traditional approaches. Disagreeing, 
inexperienced and changing team members within a project are a reason for applying 
traditional approaches since work control is tremendously emphasized. 

The advantages of the traditional project management approach are for example that resource 
requirements are known from start in the scheduled project and team members can be 
distributed (Fernandez and Fernandez 2008). The robustness of the traditional approach 
suggests that all projects can managed with same practices and methods (Špundak 2014). 
Furthermore, according to Hallin and Karrbom Gustavsson (2015), another advantage is that 
due to that each phase is documented, decisions can be made whether further procedure will 
be done or if the project will temporarily pause. On the other hand, both Hallin and Karrbom 
Gustavsson (2015) and Špundak (2014) argue that the disadvantages with this approach are 
the heavy documentation and the no room for flexibility and adaption to changes. Fernandez 
and Fernandez (2008) and Špundak (2014) also state that due to nowadays theory that all 
projects are unique and hence one management approach is not suitable. As discussed 
previously, today’s increasing project complexity cannot capably be managed by traditional 
approaches as it is grounded on linear and hierarchical task connections. Finally, Williams 
(2005) states that this approach disregards the project’s dependence of its associated 
environment. Uncertainty, time restraints and dynamic changes are nowadays unavoidable 
within the project and project environment. 

2.2.1.	The	Project	Team	in	Traditional	Project	Management	
With the above it can be summarized that the teams in traditional project management are 
considered to be individualistic, large in terms of team size, have specialized expertise, 
singular managerial decision makings and less client engagement. Therefore, as Lindsjørn et 
al. (2016) state, it is evident that such teams are guided through a strong leadership that is also 
responsible for decision making and prioritizing and delegating tasks. Due to this hierarchical 
environment, mutual support and interaction among team members is less supported. 
Furthermore, communication is more formal, and reports are delivered to the project manager.  

2.3. The Shift Towards New Management Approaches 
Abbas et al. (2008) state that in many organizations today, there is still a use of more 
traditional management approaches such as the stage-gate model. New project management 
approaches have developed as a reaction to the former ones and their highlighted problems 
such as fixed scopes, plan-driven ways, delayed projects and exceeded budget limits. 
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Moreover, these new approaches are also a reaction to a world in rapid change, increasing 
project complexity and innovations (Abbas et al. 2008, Hohl et al. 2018, Williams 2005). 
Among these management approaches is the agile methodology, which evolved from the lean 
philosophy in order to adapt where demand is volatile (Browaeys and Fisser 2012). The agile 
methodology was given the name agile due to its definition of creating and responding to 
change that consequently results in the value creation within a turbulent business environment 
(Highsmith 2010).  

Figure 1 illustrates this change and compares the traditional and agile management approach 
through the iron triangle. According to Hallin and Karrbom Gustavsson (2015), the iron 
triangle is a method to understand the relationship between three meaningful dimensions in a 
project; scope (such as requirements), resources and time. Owen et al. (2006) state that in the 
traditional approach the scope is fixed whereas the resources and time can vary in order to 
fulfill the fixed scope. On the contrary, the time and resources are fixed in the agile approach 
while the scope can vary since changes of the requirements are embraced. As a result, the 
scope can change during the project’s life cycle, which marks the flexibility in the agile 
management approach.  

 

Figure 1. The iron triangle as a comparison between traditional and agile project management, inspired of 
Hallin and Karrbom Gustavsson (2015) and Owen et al. (2006). 

2.4. The Agile Methodology 
Abbas et al. (2008) discuss that even though agile methods indeed were a reaction to 
traditional methods, agile ideas have been discussed over decades. Already in 1957 iterative 
and incremental development were discussed, where later in the 1970s this came into practice. 
However, in 2001, there were 17 software practitioners in Snowbird who wrote the famous 
agile manifesto. Through the values in this manifesto, together with its 12 principles, agile 
methods in the software development industry started to get significant attention. The 
practitioners emphasized on to remain flexible and adaptable in a time of increasing 
complexity and uncertainty (Laanti et al. 2011, Fernandez and Fernandez 2008). The 
manifesto states as follow: 
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“We are uncovering better ways of developing software by doing it and helping others do it. 
Through this work we have come to value: 

Individuals and interactions over processes and tools 

Working software over comprehensive documentation 

Customer collaboration over contract negotiation 

Responding to change over following a plan 

That is, while there is value in the items on the right, we value the items on the 

left more.” 

(Hohl et al. 2018). 

Since agile is an umbrella name for well-defined methods, the methods vary in practice where 
different practices are used. However, all methodologies are in line with the values in the 
manifesto and share the factors that make a method agile; adaptive, iterative, incremental and 
people oriented. Among these methodologies are for example Extreme Programming (XP), 
founded by Kent Beck, and Scrum, developed by, among others, Ken Schwaber, who were 
both part of the establishment of the manifesto (Abbas et al. 2008). During the years since the 
manifesto, many researchers have contributed to several interesting publications such as 
Highsmith (2010), Dingsøyr et al. (2014) and Abrahamsson et al (2002), who all interpret the 
manifesto’s statements as well as introduce different agile methods and their practices and 
principles (Hohl et al. 2018).  

As previously mentioned, the agile methods and their related APM approaches first emerged 
in software development such as IT and other software engineering sectors, and the interest of 
agile methods have increased since (Conforto et al. 2014, Haas 2007, Laanti et al. 2011). 
However, Conforto et al. (2014) Gustavsson (2016), and Laanti et al. (2011), like many other 
researchers, state that APM approaches can be similarly successful in non-software 
organizations, which also are surrounded by dynamic environments or projects that demand 
flexible management practices. According to Nicholls et al. (2015), APM was introduced 
within the IT-sectors to increase productivity, efficiency and responsiveness to clients. 
Traditional planning tools are stated to be less effective to manage projects with uncertain 
scopes, resources, tasks and their prioritization. On the contrary, APM is argued to be 
managing project quality and productivity within time and resource constraints also 
efficiently in both IT-sectors and non-IT-sectors (Nicholls et al. 2015). (Gustavsson (2016) 
implies that the main benefits for non-software organizations using agile methods are 
customer interaction, teamwork, flexibility and productivity. He also states that these higher 
benefits correspond to the first value in the agile manifesto, “individuals and interactions over 
processes and tools”, and that the other values may have less impacts on organizations 
implementing agile methods. Furthermore, the study by Melnik and Maurer (2006) concluded 
that job satisfaction in agile teams was almost twice as much as in non-agile teams due to 
teams having the ability to work in interesting projects and be involved in decision-makings. 
The authors also argue that since the leaders within agile teams were even more satisfied with 
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their job which consequently indicates that agile methodologies are not only suitable for 
programmers. 

Based on Conforto et al. (2014), there are some influencing enablers for implementing APM 
such as the prior experience of the manager and team members, the team size and the new 
development procedures. Furthermore, the authors also emphasize on the importance of the 
organizational culture, willingness, motivation and relation towards new management 
approaches. The study by Laanti et al. (2011) reveals that people with longer experience 
within traditional processes had somewhat a more negatively attitude towards agile methods. 
However, the positive attitude towards agile methods increased as the experience grew. In 
addition to this, as outlined above, there are several agile management methods and the most 
appropriate one depends on the organization, the project and employees (Rasnacis and 
Berzisa 2017). The approaches within APM are known as generative approaches, which 
means that only what is needed (such as tools and procedures) is required to be used in a 
project. This results in the awareness that different situations require different agile 
methodologies (Fernandez and Fernandez 2008). This is also supported by Lindvall et al. 
(2002) who state that one of the success factors for implementing APM is that the team need 
to have the ability to adapt to the agile working practices that seem appropriate for them.  

As discussed before, there are several organizations today that are interested in the adaptation 
of agile methods, and some are claimed to be agile. However, Laanti et al. (2011) state that 
many who adapt agile methods may not be aware of the core principles and the diversity of 
these methods. The authors further discuss that today, “doing agile” and “being agile” are two 
very different things. The former concerns more the idea of just having some rituals or 
procedure without any change to support the principle of agile, such as business integration, 
value focus and team empowerment. In the contrary, the latter means that the whole team, 
organization and individual have changed. Additionally, according to many studies, 
organizations adapt agile practices to complement existing processes. However, studies show 
that some companies may need a more holistic view on agility, due to the difficulty to do a 
radical modification or the lack of understanding of what agility really is (Laanti et al. 2011). 

2.4.1.	The	Project	Team	in	Agile	Project	Management	
The teams within the agile project management are identified to be collaborative, small in 
terms of team size, multidisciplinary, have pluralistic decision makings and efficient client 
engagement. Such teams are studied to be self-organizing and hence make decisions and 
prioritize and delegate tasks together since no strong leadership is involved. Moreover, 
through daily meetings, the cross-functional teams enable the contribution of all members and 
encourage mutual support, communication, collaboration and interaction among team 
members. In addition to this, communication within the team is considered as less formal 
(Lindsjørn et al. 2016).  

2.4.2.	Suitable	Projects	for	Agile	Project	Management	
As the agile methods were created in the context of small projects, they are often seen to be 
not suitable to be adapted to larger situations. Dingsøyr et al. (2014) mention that Williams 
and Cockburn stated in IEEE Computers in 2003 that “agile value set and practices best suit 
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co-located teams of about 50 people or fewer who have easy access to user and business 
experts and are developing projects that are not life-critical”. However, after the many 
successful and positive experiences in small projects, APM has created the interest to adapt its 
methods in larger projects. Dingsøyr et al. (2014) emphasize on that it is tremendously 
important to recognize if, when, and how APM can be suitable and implemented in a large-
scale situation.  

Nonetheless, there is a discussion on what “large-scale” really is. Some argue that it is the 
number of members in one single team while others argue that it can be a project with several 
teams or a combination of specialization, distribution and size. Dingsøyr et al. (2014) 
conducted a taxonomy of scale where small-scale consists of one team, large-scale consists of 
two to nine teams and very large-scale consists of more than ten teams. However, the authors 
state that this taxonomy includes generally available and reliable factors such as the 
coordination overhead that increases with team size, which in management science includes 
up-front decisions and feedback. Furthermore, the authors state that the taxonomy can be 
argued to be based on a theoretical model of a project. In reality, a project can have sub-
projects that are technically or functionally divided. In addition, Keshta and Morgan (2017) 
mention that there is a diverse opinion of how many team-members there should be in a team 
in order for agile methods to be suitable. The authors present a survey where most 
participants considered that a team can be agile, regardless of its size. However, a common 
opinion and recommendation among researchers is that an agile team should not exceed 25 
members.  

Agile methods have been implemented in small collocated teams but also in large companies 
that have distributed teams. However, some challenges are faced such as team coordination 
and communication (Ouriques et al. 2018). As the team size and number of teams increases, 
communication becomes complex and difficult. It is therefore requiring a coordinating 
interface. In some situations, the traditional approach is needed if the team size is too large. 
Nonetheless, Ken Schwaber, the developer of Scrum, disagree with these statements. In case 
of a large project with a large team size, Schwaber argues that the project can be divided into 
several smaller teams, and a different agile method can be used (Keshta and Morgan 2017).  

2.5. Agile Methods in Practice 
Since the establishment of the Agile Manifesto and its values, several methodologies or 
processes have been created in order to implement the values in practice. Singh et al. (2012) 
state that a methodology is a framework with a set of procedures, tools and documentation aid 
in a controlled process. Two commonly used agile methods are presented below, Scrum and 
Kanban, which are known to be effective due to their features to guide in form of framework 
and guidelines. Moreover, combinations or hybrids of agile methods have been proposed 
through the years where ScrumBan is the most common one, also presented below (Albarqi 
and Qureshi 2018).  

2.5.1.	Scrum	
According to Cervone (2011), Scrum is a well-known agile management method for projects 
that are located within a volatile and dynamic environment. The Scrum model contains three 
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fundamental components: roles, artifacts and processes. The roles in scrum methodology can 
be categorized into a scrum team, which is self-organizing and known to be small, a scrum 
master and the client (also known as the product owner). The artifacts are composed by 
product backlog and sprint backlog, see figure 2. The product backlog is created by the client 
and encompasses the requirements to improve and adjust the product. Whereas, the sprint 
backlog is composed of the chosen product backlog for a particular sprint cycle (Lei et al. 
2017). Furthermore, this process is composed of five main activities such as the start, sprint 
scheduling meeting, sprint itself, daily scrum and sprint follow-up meetings. During the start 
meeting, the scrum team, scrum master and the client define the project’s main requirements 
and goals. The same team conducts one-day long sprint scheduling meeting at the beginning 
of every iteration, sprint, to discuss the next requirements and form a new sprint backlog. The 
sprints themselves last up to one month and are prohibited from external factors to intervene 
with the team so that project requirements are not changed within an iteration. Moreover, 
during a sprint, daily short scrum meetings are conducted in order to discuss what has been 
completed yesterday, what is planned for today and what possible obstacles might be faced. 
The aim of the daily scrum meetings is to check the progress and gain commitment from team 
members. The last sprint follow-up meetings are informal and aim to present the completed 
work to the product owner (Cervone 2011).  

 

Figure 2. Process of the agile methodology Scrum illustrated with inspiration of Cervone (2011). 

Alqudah and Razali (2018) state that the process in Scrum follows some criteria. Firstly, the 
roles and responsibilities in Scrum are predefined, and the project members with these roles 
are in a team of five to 11 team members. Furthermore, the prioritization of the requirements 
is based on the length of the sprint. Once requirements and activities are set and prioritized for 
the sprint, no activities or changes can be added until the sprint is finished. When it comes to 
costs, Scrum avoids cost saving and focus more on knowledge and experience, and decisions 
are made based on what is known. Finally, the criteria for quality is to have sprint review 
meetings as a main practice in order to improve quality. 

2.5.2.	Kanban	
Another project management methodology is Kanban, which highlights work in progress 
(WIP) and just in time delivery in accordance to the lean rationale. The foremost focus of this 
model is to determine what needs to be achieved by when. Moreover, it prioritizes tasks that 
may affect the project completion. The Kanban board, either physical or digital, aims to 
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visualizes project tasks, processes and goals through cards. A completed task goes to the 
downstream of a next step and a new task is put into the upstream, see figure 3. Visualizing 
the workflow aids to track cost and time constraints and the deadline (Ikonen et al. 2011, Lei 
et al. 2017). Kanban has been researched to be beneficial in supporting team communication 
at initial iterations. Furthermore, the Kanban model improves team productivity in terms of 
collaboration so that pending tasks get completed quicker (Oza et al. 2013). 

 

Figure 3. Process of the agile methodology Kanban illustrated with inspiration of Lei et al. (2017). 

Within the Kanban methodology, roles and responsibilities are not predefined and the team 
size is flexible. Moreover, this methodology emphasizes on constant requirement 
prioritization due to the allowance of new requirements throughout the process. Also, quality 
improvement and cost cutting are additional focuses in Kanban (Alqudah and Razali 2018).  

2.5.3.	ScrumBan	
ScrumBan is a hybrid of the Scrum and Kanban methodologies. Scrumban is said to be 
balancing the weaknesses of one model by replacing it with the strengths of the other. 
Furthermore, ScrumBan emphasizes creativity while fulfilling the requirements and is more 
applicable for user requirement changes. Team members who are familiar with both Scrum 
and Kanban are said to be more efficient and successful in ScrumBan. Furthermore, the 
predefinition of team size, requirements prioritization and roles and responsibilities are 
chosen within the team. Cost cutting has a greater emphasize in ScrumBan compared to 
Scrum and Kanban methodologies. Due to these criteria, the quality of the project outcome is 
said to be higher in ScrumBan (Alqudah and Razali 2018). 

2.6. Knowledge Management 
In organizations individual knowledge and intelligence are converted to creative and 
collective knowledge (North and Kumta 2014). Knowledge management (KM) is composed 
of four processes known as knowledge- creation, storage, sharing and application (Ouriques 
et al. 2018). Furthermore, Hansen et al. (2010) state that KM can be divided into two 
strategies, codification and personalization. The former, the codified strategy, is useful for 
repetitive tasks and standardized solutions where information and knowledge has been stored 
in databases or has been written down. The latter, the personalization strategy, emphasizes on 
socializations in order to share knowledge and is beneficial for creative and analytical 
problem-solving assignments (Hansen et al. 1999). These strategies utilize collaborative and 
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integrative practices for creating, capturing, accessing and organizing knowledge that 
improve organizational learning and performance (Taylor et al. 2010).  

Organizational learning can be defined as the ultimate learning of everyone, but also as a 
collective reflection of ideas, activities and processes (North and Kumta 2014). Previous 
research suggests that organizations, especially dynamic and complex ones, can maintain 
long-term competitive advantages through KM (Bhatt 2001, Dunford 2000). KM drivers can 
be categorized as: wealth generated from knowledge, employees being the locus of 
organizational knowledge, accelerating market changes, innovation being fundamental for 
competitiveness, increasing cross-boundary knowledge business and technology restrictions 
(Quintas 2008). As a final note, knowledge can be divided into two types, which are tacit and 
explicit knowledge. The former is subjective and based on experiences and intuitions. The 
latter is objective, rational and instruction oriented (Nonaka and Von Krogh 2009). These 
knowledge types will be discussed further in Chapter 3: Theoretical Framework. 

2.6.1	Knowledge	Management	in	Consultancy	Firms	
Werr and Stjernberg (2003) discuss how literature regarding knowledge management chooses 
to demonstrate examples from the industry of management consultancy since their 
characteristic is known to be knowledge intensive. Disterer (2002) further states that the 
projects where the consultants operate are knowledge intensive organizational forms. 
Taminiau (2009) further supports the previous statements and imply that knowledge is 
increasingly considered as a competitive resource where one of the consultants’ core 
competences is to deliver the latest advices to clients.  

Disterer (2002), Taminiau (2009) and Werr and Stjernberg (2003) argue that in order to 
enhance organizational learning in consultancy firms, which in turn increase competitiveness, 
the development of collective knowledge management systems is needed. In addition to this, 
consultancy firms are obligated to develop more recent knowledge-based structures in order 
to endure their innovativeness (Anand et al. 2007). However, this is a challenge due to the 
different elements where knowledge inheres, namely systems, processes and people, all of 
which contribute to the organizational learning. Firstly, the systems refer to the common 
routines and methods where specific expertise is appropriate. Secondly, social processes refer 
to when knowledge come to be recognized as valuable and useful. Lastly, people include the 
importance of expertise and individual experiences as well as the recruitment people (Anand 
et al. 2007, Werr and Stjernberg 2003).  

Moreover, it is argued by Werr and Stjernberg (2003) that in order to understand this 
organizational learning in a management consultancy firm, one must focus on the ways in 
which explicit and tacit knowledge are interrelated – both at the individual and organizational 
level. In addition to this, the same authors emphasize that tacit and explicit knowledge 
complement each other in order to improve the competitiveness of the organization (Werr and 
Stjernberg 2003). Additionally, Powell and Ambrosini (2012) argue that a pluralistic 
approach, a hybrid of codification and personalization, will benefit the knowledge 
management systems by balancing the weaknesses and strength of the two strategies.  
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2.6.2.	Knowledge	Sharing	
One of the main processes within KM is knowledge sharing. This the process where 
knowledge is shared within the organization to specific areas. This knowledge can be 
dispersed in different levels in an organization, for example between individuals, groups and 
from the group to the organization (Ouriques et al. 2018). Moreover, due to projects being 
temporary, the gained information and documentation as well as contact persons can be 
difficult to access. In addition to this, as previously mentioned, due to the project-based nature 
in consultancy organizations it is tremendously important to identify, prepare and distribute 
the acquired knowledge in order to share knowledge from one project to another, or the firm’s 
permanent organization. Dunford (2000, p. 296) states that “much of the key knowledge is 
held by individuals unless there is some structure to retain it within the organizational 
memory”. Organizations would need to ensure that effective methods are sharing long-term 
collected experiences so that the dilemma of incentivization, loss of an employee due to 
retirement or resigning and lack of a proper knowledge management system will not affect 
the organization (Dunford 2000, Taminiau 2009). 

Taminiau (2009) questions whether consultancy firms are adequately organized to stimulate 
knowledge sharing and innovation in the organization. The author states that by increasing 
informal knowledge sharing between consultants, innovation will be stimulated. They further 
state that management support is needed to enable organizational learning and innovation 
through knowledge sharing. Only then can consultancy firms encourage a culture of sharing 
new ideas. However, this requires a shift in mind-set and methods towards a culture of 
sharing ideas and knowledge. 

According to Dunford (2000), there are input and output challenges that affect knowledge 
management and sharing. Input challenges can be categorized into sharing information of 
high quality, such as lessons learned and developed solutions, which is usually constrained 
due to time pressures. Based on Taminiau (2009), consultants avoid knowledge sharing as it 
affects their competing power. Therefore, a rewarding system within an organization 
influences the willingness of consultants to share their specific knowledge. The output 
challenges within consulting firms are to ensure that the provided knowledge management 
systems are also used by consultants. In general, complications regarding knowledge sharing 
and management are faced due to organizational barriers and people barriers which are in 
addition to the above-mentioned ones: money constraints, lack of standardized work 
processes and the lack of commitment from the top management (Riege 2007). 

For both agile and traditional projects, knowledge creation and sharing are essential. 
According to Chau et al. (2003), the traditional approaches support knowledge sharing 
primarily by explicit knowledge through documentation, which focus more on the processes 
rather than on the individuals. Ayas (1996, p. 131) states that “effective application of 
traditional project management tools is necessary but no longer sufficient”. The traditional 
approaches’ main drawback is that the sharing of tacit knowledge is not externalized, due to 
the primarily focus on externalizing explicit knowledge through documents or repositories. 

Nonetheless, Chau et al. (2003) and Disterer (2002) argue that agile methods are also plan-
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driven but in shorter cycles or iterations. However, compared to traditional methods, agile 
methods value individuals and interactions over processes where informal communication, 
both between team members as well as between team and client, replace a big part of written 
documentation. In other words, unlike the traditional methods, agile methods emphasize more 
on how to share tacit knowledge rather than explicit knowledge. Based on Santos et al. 
(2015), agile methods take the externalization and sharing of tacit knowledge into account 
through close communication and collaboration, among team members and involvement of 
the client.  
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3. Theoretical Framework 
3.1. Knowledge Sharing and the SECI-model 
Polanyi (1958) states that knowledge can be categorized in two basic forms; explicit 
knowledge and tacit knowledge.  

Explicit knowledge can be in the form of information, technical and academic data such as 
documentation, drawing pictures to describe processes and progress charts; and therefore, 
requires an according understanding based on structured studies or education (Hansen et al. 
1999, Smith 2001, Werr and Stjernberg 2003). Furthermore, this type of knowledge can be 
transferred and communicated through electronic methods, formal processes and prints. The 
codification strategy to manage and transfer knowledge is enabled through long standing tools 
such as digital repositories where the explicit knowledge is managed within an organization 
(Ouriques et al. 2018, Santos et al. 2015, Yuan et al. 2013). Once codified, explicit 
knowledge is fundamental in associating people with beneficial and reusable knowledge and 
supports solving similar problems. According to Nijaz (2000), web-based technology 
facilitated the development of intranets, corporate data access and applications. However, 
many project management tools have developed through the years, each of this has a focus on 
facilitating collaboration and efficiency. Based on the study by Panahi et al. (2013), digital or 
information technology (IT) tools are the most beneficial way of sharing explicit knowledge. 
In addition to this, the authors argue that web-based tools influence knowledge creation and 
sharing.  

Tacit knowledge, on the contrary, is subjective and not clarified in an accessible form (Smith 
2001). As the philosopher Polanyi describes this knowledge, it is as knowing more than we 
can tell or knowing something without being aware of it (Polanyi, 1958). Tacit knowledge is 
created through individual’s experiences and intuitions, which cannot be found in files, 
databases or manuals. In other words, it is an action-oriented knowledge or “know-how” 
based on practice. For the tacit knowledge to be shared, team leaders are required to facilitate 
an openness and trust to increase the willingness among the team members to share 
knowledge. The tacit knowledge can be shared through charitable sharing, personalize 
knowledge, informal meetings, networking, face-to-face contact or videoconferencing. It 
occurs generally unstructured, open, friendly and spontaneous between team members. The 
listener can evaluate and thereafter use the tacit knowledge in their own work. Furthermore, 
technology can be of advantage of tacit knowledge as well by facilitating conversation and 
enable to contact each other (Hansen et al. 1999). Finally, tacit knowledge is fundamental for 
explicit knowledge where knowledge is codified as method and tools (Jasimuddin et al. 2005, 
Werr and Stjernberg 2003). 

The SECI-model, developed by Nonaka and Takeuchi (1995), illustrates well how these two 
types of knowledge are created and shared, see figure 4. Socialization is the first stage in 
which tacit knowledge of one individual is shared with another individual. The externalization 
stage is the articulation of tacit knowledge into explicit knowledge. The third stage, 
combination, is when explicit knowledge is shared among individuals through meetings and 
documents. The last stage of the model is internalization in which explicit knowledge is 
embodied into tacit knowledge as of learning from doing (North and Kumta 2014).  
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Figure 4. The SECI-model demonstrating the sharing and creating of tacit and explicit knowledge, inspired by 
Nonaka and Takeuchi (1995).  

The techniques to share and create the two types of knowledge within the SECI-model will be 
described below (Panahi et al. 2013, Razzak et al. 2015, Smith 2001). 

• Socialization. In this process, individuals learn from each other through observations 
and interactions in terms of communication, reflections and practice. These tacit 
knowledge exchanges can occur in trainings, meetings and teamwork.  

• Externalization. Codification is needed to articulate and externalize tacit knowledge 
into explicit where individuals’ knowledge is internalized in the organization and 
becomes collective group knowledge. This can be achieved by recording and 
documenting discussions and eventually capture the obtained knowledge through 
digital tools. However, according to research, to codify tacit into explicit knowledge is 
challenging.  

• Combination. Managing unstructured knowledge is beneficial for both collocated and 
distributed team members. For instance, separated concepts are integrated and 
combined into a knowledge system. Databases are used to combine two or more 
pieces of knowledge to consequently create a new whole such as a report.  

• Internalization. In this step explicit knowledge is interpreted or reframed by 
individuals, who understand and accept the knowledge and thereafter internalize it. 
Individuals can create experiences by reading documents or participate in 
organizational training programs, which evolves into tacit knowledge. Furthermore, 
individuals can capture the shared knowledge in digital tools.  

3.2. T-Shaped Skills 
A person who has a deep knowledge in his or her own specific area or discipline as well as a 
broad knowledge in one or more areas outside of the specific area, is seen as a person who 
holds so-called T-shaped skills (Hamdi et al. 2016). This metaphor is illustrated in figure 5, 
where the vertical part refers to depth factors and the horizontal part refers to wideness 
factors. Hamdi et al. (2016) argue that T-shaped skills are needed in order to effectively 
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interpret unfamiliar knowledge and to expand the ability to work outside one’s common 
discipline. Furthermore, the authors state that the combination of knowledge skills, ability to 
work in a team and assist other, which T-shaped skills enable, is important for complex 
projects and hence has a positive impact on innovation speed.  

 

Figure 5. Illustration of T-shaped skills, inspired by Hamdi et al. (2016). 

People with T-shaped skills are desirable in agile teams where a multi-disciplinary way of 
working is demanded (Gharebagh et al. 2018). If a team is composed of people who have or 
are willing to acquire T-shaped skills, the team is more likely to be more flexible in a project. 
Furthermore, the team will prevent so-called bottleneck problems, a problem where the 
process stops due to that a person with certain expertise is on sick leave or has quit the job, 
since T-shaped skills enable collective work due to the availability of people who have 
capacity to manage different tasks. This will enable a better flow in a project process, which 
contributes to a team’s goal to get the job done in time. Kazmi and Naaranoja (2015) further 
state that lately, in order to increase the organizational success, there is a desire to have 
diversified teams with a balance of broader and deeper skills, which is the case in agile teams.  

3.3. Agile Knowledge Sharing 
Andriyani et al. (2017) state that agile teams use three knowledge strategies, which are 
discussions, artifacts and visualizations to manage knowledge. Raith et al. (2017) imply that 
the physical artifacts and interactions play an important role in collaborative group work and 
for human perception. Interactions with physical environment are the foundation for theory 
cognitive processes such as thinking, remembering and understanding. Based on the study by 
Ouriques et al. (2018), KM strategies in an agile approach support process with practices that 
encourages social interaction to share tacit knowledge. Moreover, the knowledge 
management perspective perceives agile practices as essential for tacit knowledge sharing 
among team members. The relationship within the team is influenced through better 
communication, more transparency and trust. Inter-team knowledge sharing is supported by 
the several practices within agile management methodologies. Furthermore, practices that 
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engage trust between individuals, such as gathering of team-members in forms of frequent 
meetings and informal gatherings, have a positive effect on knowledge sharing according to 
Santos et al. (2015). The most discussed and common practices to share knowledge according 
to Ouriques et al. (2018) will be described in the following sections. 

Customer collaboration indicates that the customer is more present in the project. The direct 
communication increases the probability that requirements are correctly and updated and it 
also increases the adaptability to successfully deal with changes at later stages. Furthermore, 
knowledge is exchanged between customer and project team. In addition, a foundation for 
business collaboration is enabled (Razzak et al. 2015; Singh et al. 2012). 

The physical workspace can have an impact of the effectiveness of knowledge sharing. 
Ouriques et al. (2018) and Singh et al. (2012) mean that an open and collaborative workplace 
is favorable, so people can integrate. The walls of the workspace operate as communication 
means. This includes the information posted on the walls such as the personal tasks in the 
current iteration. An environment for knowledge sharing occurs and an update of the project’s 
progress and status. 

Cross-functional team is when the team is composed of individuals with different roles and 
background (Ouriques et al. 2018). A common way in the practice is to merge the different 
roles into one co-located team, where the increase in communication results in knowledge 
sharing among the team members (Singh et al. 2012). 

Scrum meetings such as sprint, stand-up, weekly sprint- and retrospective meetings are the 
source for sharing knowledge and progress information in the team and these are usually held 
collocated and face-to-face (Razzak et al. 2015). In the daily stand-up meetings, the team 
gathers with the purpose to keep track of the progress of the Scrum team. People share their 
failures and successes in these meetings, which contribute to the learning process. The sprint 
or iteration planning meeting is conducted before each “sprint” where the teams meet. This 
practice helps to understand requirements and the structure. Additionally, it enables the 
sharing and preserving of knowledge among team members (Singh et al. 2012). Furthermore, 
retrospective meetings are essential in tacit knowledge sharing since agile teams tend to face 
difficulties in managing and reusing explicit knowledge through repositories and tools, known 
as the codification strategy. Therefore, agile teams indicated that tacit knowledge sharing is 
facilitated through retrospectives meetings where a variety of expertise or individuals who are 
part of several teams are involved (Santos et al. 2015).  

Kanban boards or Scrum boards are used to create common understanding and knowledge. 
The Kanban board manages the work progress of the team and the Scrum board plans the 
work of the team in a sprint (Razzak et al. 2015).  

3.3.1.	Complementary	Tools	
If the team is distributed, the above-mentioned practices can be more challenging. However, 
some of the practices can still be maintained with the help of information and communication 
tools (Ouriques et al. 2018; Razzak et al. 2015). Pair programming and Scrum meetings can 
still be used, state Razzak et al. (2015), between distributed teams or team-members through 
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Skype or similar software for group chatting, screen-sharing and online conferences. Common 
chat rooms are another practice to exchange knowledge, both for local and distributed teams. 
These work as a complement to other management system where such as task related 
knowledge is handled and is useful for faster communication in larger teams. Electronic 
boards are used to share knowledge both for local and distributed teams and these can contain 
tasks list, necessary technical or business material and latest information, which is updated 
frequently. This results both as a convenience for teams to not lose any relevant information 
and to decrease the communication overhead. Repositories or digital tools have become a 
complement in agile practice at the same time as it is a contradiction compared to the 
common agile workspace in the physical nature. The resemblance in these digital tools is the 
web-based user-interface. Raith et al. (2017) and Razzak et al. (2015) discuss that repositories 
are established to enhance the project management in agile practice over distance or when the 
team is dispersed. The repositories contain task related knowledge as well as providing the 
access of codified knowledge and are used to share knowledge among team member. In 
addition, the authors mention that almost all larger projects, agile teams use repositories to 
track issues, tasks, deadlines etc. 

Raith et al. (2017) further argue that the mix of digital and physical tools or practices benefit 
most agile projects. However, there is a need to have a good balance of both approaches. This 
is due to that the drawbacks of digital tools need to be balanced out with the benefits of 
physical practices, and vice versa. The drawbacks of digital tools are for example initial 
problems or effort to understand a project management tool, reduced group interaction and 
less usage of media that supports creativity and teamwork. The benefits, however, are among 
other that additional documents can be attached directly to a requirement, automated 
archiving of relevant project data, quite filtering and searching of data and, remote access and 
screen-sharing. The authors suggest that physical media and practices should be in focus 
when content-related work is done where the whole group is gathered, such as iteration-
planning meeting. On the contrary, digital tools are considered to be enough when presenting 
information, for example from a review meeting. Razzak et al. (2015) also discuss that there 
can be some challenges regarding information and communication tools such as 
misunderstanding, technological, cultural and lack of information. It is therefore important to 
have a common platform and tools where an understanding and adapting occur among the 
team members. 

Common digital project management tools that are essential for projects with extensive 
documentation are JIRA and Trello. JIRA is an agile management tool and is used for project 
management and tracking issues. Moreover, this model contains a task board that indicates 
which tasks are left, in progress or completed. Team members sort their task based on the 
three previous categories and consequently have a better view and track regarding their 
assigned tasks. That task board also aids the Scrum Master to have an overall picture of the 
project progress and to assign tasks to according team members. JIRA has an improved user 
story description since it includes an acceptance criterion. This criterion indicates the 
acceptance requirements of the product owner and helps the team members to see if their 
completed task according to acceptance criteria (Sarkan et al. 2011). Trello is used in agile 
project management since it is flexible, straightforward and simplifies managing and 
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organization within a project. Trello can be considered as a digital Kanban board that 
indicates which takes are left, in progress and completed. Furthermore, Trello can be used by 
individuals or businesspeople depending on the workflow, the teamwork requirement and 
how professional the work is required to be. This tool also enables collaboration and 
integrates well-known tools such as Google Drive and Dropbox. Nevertheless, this tool is also 
available for both management approaches traditional and agile for which consequently 
sprints are enabled (Gould 2018).  
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4. Method  
An overview of the research and methodology process for the thesis is shown in figure 6. 
After identifying the research questions, a literature review was conducted to support the 
problem statement and to find the literature gap. Moreover, concepts and models were 
identified in order to understand traditional and agile methodologies as well as the role of 
knowledge sharing. The literature review and theoretical framework provided a foundation 
for the thesis, which enabled formulation of the interview transcripts. Subsequently, 
qualitative interviews and observations were conducted in order to understand the reality of 
how agile methods and tools influence knowledge sharing in a project. This contributed to the 
required data collection, which were analyzed and compiled as empirical findings. These 
findings are compared and analyzed through the theoretical framework in the form of a 
discussion where the problem statement could be answered. Finally, a conclusion and 
recommendation could be provided, and the purpose of the thesis was reached. The research 
process will be described in detail below.  

 

Figure 6. The research and methodology process.  

4.1. Research approach 
According to Saunders (2016), the qualitative research approach is implemented when a 
conduction of subjective interpretation of the reality is needed. On the contrary, the 
quantitative method is objective and experimental, and is therefore more suitable when 
conducting statistical data in which the relationship between two or more variables is tested.  

It is considered that a qualitative approach is suitable to for this report since the data 
collection procedure and analysis is non-numerical. Furthermore, the reason for choosing a 
qualitative research approach is because of the purpose of the thesis where exploration of how 
different agile methods and practices influence knowledge sharing within a team in a 
consultancy firm. In order to accomplish this, the thesis intends to describe and understand 
the reality where interviews and observations are conducted. The approach is intimate and 
conversational to understand individuals’ experiences, and these have to be interpreted, which 
cannot be quantified.  
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4.2. Ethics 
Within a study, ethics encompass the standards of behaviors towards individuals and 
organizations that are affected during data accumulation, analysis and storage (Saunders et al. 
2016). This results in three principles, that this study takes into account, which are participant 
participation, informant consent and, dilemmas and deception.  

Participant participation. It is of importance that the participation of the interviews is 
voluntary. Furthermore, it is emphasized that the interviews are anonymous in order to avoid 
exposure of their position in the organization (Saunders et al. 2016). 

Informant consent. The participants are aware of the thesis’ purpose and how the data is 
accumulated which consequently defines the advantages and disadvantages of engaging. In 
addition to this, it is crucial to permit the participants to end the interview if wanted at any 
time. Also, interviewees are required to be aware of the recording tools during the process, 
and if notes are taken, a transcription should be provided to them. The consent form, see 
Appendix A, was sent to the respondents prior to the interview (Saunders et al. 2016).  

Dilemmas and Deception. Since the research is not financially supported by the organizations, 
compromises of results are prevented. In other words, the analysis of collected data and 
outcomes are accomplished independently (Saunders et al. 2016).  

4.3. Data Creation 
For this research, secondary data was obtained through a literature review. This data 
established a good theoretical foundation that facilitated the accumulation of primary data for 
the empirical study. The primary data collection techniques for the empirical study are semi-
structured interviews and observations, which will be explained in detail below.  

4.3.1.	Interviews	
As previously mentioned, in order to fulfill the purpose of the thesis, interviews will be 
fundamental. Interviews were conducted with people who were considered to have expertise 
within the thesis area in order to collect empirical data and to be able to answer the thesis’ 
problem statement and questions. An important requirement when choosing the respondents 
was that each respondent has an experience of an agile project management way of working, 
resulting in a fulfillment of the thesis’ purpose. The authors chose together with the 
supervisor at the consultancy company suitable respondents for the interviews. 11 
respondents were chosen, employed at the consultancy firm, and were operating in three 
different projects where agile practices in some way were used.  

Furthermore, the authors conducted two external interviews, besides in the consultancy firm 
in subject, who have expertise in agile methods and project management. This enabled a 
greater understanding of how experts view agile methods regarding knowledge sharing. All of 
interview respondents are represented in table 2. Moreover, their experience in agile project 
management is divided into three categories: short, moderate and long. Experiences less than 
one year is considered as short, one to five years is regarded as moderate and above five years 
is considered long. Starting from the first question, the duration of the interviews ranged from 
20 to 45 minutes.  
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Alias Position Experience 

A1 Design Manager Moderate 

A2 Former Project Leader Moderate 

A3 Design Manager Assistant Moderate 

A4 Design Manager Assistant Short 

B1 Project Leader Short 

B2 Sub-Project Leader Short 

B3 Sub-Project Leader Moderate 

C1 Senior Project Leader Short 

C2 Junior Project Leader Short 

D1 IT Consultant, Lecturer and PhD 
Student 

Long 

D2 IT Consultant Long 
Table 2. Table of all respondents.  

The chosen type of interview is a semi-structured one, which means that some questions were 
prepared prior to the interview while given the opportunity for a discussion-oriented 
interview. Semi-structured interviews use some of the template questions that are in 
accordance to the profession of the interviewee (Saunders et al. 2016). This type of structured 
interviews is considered beneficial for two reasons. Firstly, it gives the authors the possibility 
to structure a guideline for an interview and prevent the interview to go beyond the research 
limit and leading to information that may be unnecessary. The questions are carefully 
formulated with regards to the problem statement and the questions of the thesis as well as the 
theoretical framework. Consequently, the required information from the interviewees is 
obtained and the purpose of the thesis is fulfilled. Secondly, a semi-structured interview also 
provides some flexibility during the interview. The interviewee has the opportunity to explain 
in depth with own words about his or her experience regarding the specific subject. The 
authors can obtain new and interesting facts and ask elaborative follow-up questions if 
necessary.  

All interviews have a similar structure. The interviews with the consultants at the company 
were divided in three parts; initial questions about the interviewee, focus on the project and 
focus on the research area, knowledge sharing. The external interviews with people who have 
expertise and experience in the subject were also divided in three parts; initial questions about 
the interviewee, agile project management and knowledge sharing and, focus on the research 
area. All interviews started with an overview of the purpose with our thesis and the interviews 
as well as a definition of agile project management if needed. Interview questions for both 
internal project managers and external experts can be found in Appendix B and C.  
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Moreover, it was intended that the interviews will be in the form of face-to-face, while certain 
cases may require to be conducted as phone interviews or video calls. The interviews will be 
recorded in order to not lose any relevant information, which is done with informant consent. 
The respondents are contacted by the authors and agreements of place, date and time for the 
interviews are done. Before each interview, minimum 24 hours, the respondents are contacted 
by email regarding the purpose of the interview, how the interview will be structured, with an 
attachment of a consent form and if the respondent prefer to be interviewed in English or in 
Swedish. By responding to the email, the respondents agree with the consent form. Both 
authors attended all interviews even if the respondents preferred to be conducted in Swedish. 
In such cases, the author with native Swedish skills conducted the interviews and translated 
the answers. 

4.3.2.	Observations		
According to Saunders et al. (2016), observations are systematic analyses, viewings and 
interpretations of informants’ behavior that provide an insight to a setting and situation. 
Participant observations are qualitative and study the communication and interaction among 
individuals and analyze the meaning of their actions. Furthermore, the observer-as-participant 
type of participant observations will be essential for this study since the purpose of the 
observation will be revealed to informants and the researchers do not intend to participate in 
the event.  

Data was collected through observations of three project meetings that the interviewees are 
participating in. Due to the limited time span, the authors observed one meeting in each 
project. Moreover, the descriptive data obtained from the unstructured observations will be 
regarding the core informants, physical settings, actions including their sequences (Saunders 
et al. 2016). Important information regarding the previously mentioned aspects will be noted 
down during the observations. The aim of the observations is to obtain a deeper context 
awareness and to identify whether knowledge sharing is influenced and encouraged during 
these meetings. Furthermore, all three meeting observations were in Swedish. Therefore, the 
author with native Swedish skills was observing and listening to the conversations while the 
other author observed the physical setting and actions. 

4.4. Data Analysis 
A data analysis is necessary in order to distinguish and interpret the data from the interviews 
and observations for the empirical study. Transcriptions were needed since the interviews 
were recorded. The authors transcribed the recordings mainly together after each interview 
was conducted. However, some interviews were transcribed separately followed by a 
discussion between the authors to enable a common understanding. Thereafter, a content 
analysis was conducted based on the obtained answers to extract relevant information, which 
is important for the further analysis. The authors organized the extracted data in different 
categories in order to strive for evident patterns in each project. In addition to this, 
confidential information could be excluded from the transcripts during this step of the data 
analysis. Furthermore, the notes taken during the observations complement the empirical 
study. The observations were conducted after all the interviews in order to obtain a greater 
context awareness. The data was divided in accordance to the framework of the thesis in order 
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to fulfill the purpose of the thesis and reach a conclusion. 

The data analysis of the interviews and observations presented in chapter 5, Empirical 
Findings, leads to the second part of the data analysis where the empirical findings are 
compared with the literature study and theoretical framework compiled in chapter 2, 
Literature Review, and chapter 3, Theoretical Framework. This data analysis is presented in 
chapter 6, Discussion and Analysis, where contradictions and similarities are commented on 
and analyzed.  

4.5. Transparency and Validity 
An important factor for qualitative research is the transparency. The transparency will reveal 
the data, theories and methods that led authors strive for conclusions. According to Moravcsik 
(2014) research transparency can be categorized into data transparency, analytical 
transperancy and production transparency. Data transparency is achieved when the 
emperirical findings that draw conclusions are accessible to readers. This will consequently 
allow redears to determine whether or not the data interpretation was correct. Furthermore, 
analytical transparency allows the reader to assess the data analysis. In other words, this type 
of transparency allows the authors to explain how the findings were interpreted based on 
previous studies. The production transparency enables readers to comprehend the chosen 
theories and methods and be aware of the possibile created bias. This report achieves the three 
categories of transparency by explaining the reasoning behind choosing specific methods for 
data collection in Chapter 4, by demonstrating the findinds in Chapter 5 and by discussing 
the interpretation of the findings based on previous studies and theories in Chapter 6. 

According to Saunders et al. (2016) validity gives emphasis to whether the findings are 
related to the subject field and if the right method has been chosen to collect data. Moreover, 
external validity, known as generalizability, is concerned about whether your findings and 
conclusions are applicable to other organizations. On the other side, internal validity refers to 
the extent conclusions and findings are applicable within the organization from which the data 
was collected from (Saunders et al. 2016). In order to achieve validity, continuously return to 
the problem statement and questions during the thesis process is of importance. Consequently, 
there is an assurance of the literature review as well as interviews and observations 
correspond to the purpose and answer the questions. Additionally, in order to ensure internal 
validity, a well-structured questionnaire for interviews is essential to obtain accurate data. 
Furthermore, as previously mentioned, this paper aims to determine how agile management 
approaches influence knowledge sharing within consultancy firms in general. Hence, the 
results of the data analysis are not restricted to the consultancy firm but can be generalized as 
well. 
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5. Empirical Findings 
This chapter introduces the empirical findings obtained through interviews and observations 
at the consultancy firm. From the management department, three projects with 
implementations of agile methodologies and practices were studied for the data collection. 
Moreover, consultants of the studied consultancy firm were interviewed who work in the 
three projects. In addition to this, two external consultants with more experience in agile 
methodologies were interviewed in order to complement and obtain further perspectives.  

The empirical findings of the interviews were divided into three categories based on the 
interview questions. Firstly, the interviews with consultants at the studied consultancy are 
categorized as following: The Team and Meetings-, Knowledge Sharing- and, The 
Respondents’ Experience and Emphasis regarding Knowledge Sharing in Project A, B and C. 
Secondly, the empirical findings of the interviews with the external consultants are 
categorized as following: Definition and Benefits of Agile Project Management, Knowledge 
Management and Agile Project Management and, Knowledge Sharing in Agile Project 
Management. 

5.1. Interviews 
As stated above, all three projects from which data was gathered, have implemented agile 
methods. These are JIRA, Kanban board and Scrum. Table 3 presents an overview of the 
three projects and the according agile method. In all the interviews, the authors were 
requested by the respondents to define agile methodology. 

Project Agile Methodology/ Practice 
A JIRA 
B Kanban board  
C Scrum 

Table 3. The projects and the according agile method. 

5.1.1.	Consultants	in	Project	A	
Project A is large-scaled and is composed of three buildings where different facilities will be 
included. The design and construction of the buildings are carried out simultaneously due to 
the limited time schedule of the project. The interviewed consultants are responsible for the 
design management of the buildings in this project. In Project A, JIRA is used as a visual 
Kanban board for tracking tasks and as a tool to place the questions and its according answers 
before and during meetings. Regarding the personal experiences with the adaption to the agile 
tool JIRA, the authors obtained several different statements. Respondent A1 stated “I was 
interested in it so then I think it was easier”. Respondent A2 and A4 stated that by using 
JIRA, the communication through emails got replaced and the reasoning behind final 
decisions were more traceable due to the stored communication threads. Moreover, all four 
respondents stated that using JIRA has several general advantages such as providing a clear 
overview of the project and tracing tasks in terms of their completeness. However, all 
respondents also argued that some time was required to adapt to this new type of 
communication where for example respondent A4 stated “It took me a couple of weeks, then I 
realized how to use it”. 
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Respondent  Past Profession Profession in Project A 
A1 Contractor- and Consultant within Real 

Estate and Construction Leader 
Design Manager 

A2 Project- and Construction Leader Former Project Leader and 
Design Manager 

A3 System Designer, Project and 
Construction Leader 

Design Manager Assistant 

A4 Program Leader Assistant and 
Controller 

Design Manager Assistant 

Table 4. The background of the respondents in Project A.  

The team and meetings in Project A 

The organizational structure of Project A is based on the traditional approach, which is 
hierarchical and hence is led by a main project manager. According to all respondents there 
are three different main teams, the design team, the construction team and the STAB team, all 
of which are led by a sub-project leader. Respondent A2 explained that the STAB team 
consists of “the overall risk managers, the quality manager, the control manager, and the 
inspector”. Since the implementation of JIRA, all four respondents experienced a positive 
change in team collaboration. Respondent A3 mentioned “we work with every question in the 
JIRA system and it involves everybody, so we have to talk to each other” and “you get a lot 
of more collaborating with your colleagues which is very good”. Respondent A1 mentioned 
that there are four types of meeting, A to D, where A is more formal, and D is less formal. In 
the A meetings, the top managers meet the client. The design team, which three of the 
respondents were part of, had three different meetings ranging from B to D depending on the 
technicality level. The project leaders who are responsible for drawings meet in the B 
meetings whereas in C meeting the design team has the possibility to be creative and discuss 
project tasks. Lastly, as respondent A4 stated “The D meetings are the ones that where the 
designers themselves call for the meetings, collaborating with other designers”. Furthermore, 
the design team members are collocated, but in case not, the dispersed team member uses 
Skype to participate in the meeting. According to respondent A2, not all teams are using 
JIRA. For instance, the design team uses JIRA fully while the construction team makes use of 
JIRA for only the question and answer options. Even though each team is based on a specific 
expertise, there is still a variety of expertise within the team due to prior individual 
backgrounds in different fields.  

Knowledge Sharing in Project A 

The design team considered JIRA essential for knowledge sharing since the information and 
communication threads regarding questions and decisions are traceable and open to everyone. 
According to Respondent A3, knowledge sharing takes more place in this type of 
communication compared to using protocols since “you are tagged, and then you get the info 
and you get involved in something that is not your area but you have to be involved and you 
have to get the information so you learn even more”. The respondent also added “It is easier 
to connect with other people and get help from other people I would say”. In addition to this, 
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respondent A4 referred to this communication tool as more efficient “since it is open to all of 
us, you can just look for a question and see if it been discussed somewhere as well so that you 
do not start a new thread about it”. Respondent A2, emphasized that in projects people leave 
and join continuously, hence having such an open and traceable communication tool that 
stores knowledge is essential. However, the same respondent added that one must know 
where the needed information is located in the discussion threads. Respondent A4 stated that 
during the initial meetings, an additional board was used next to the JIRA screen. However, 
the respondent explained “then we realized new questions had to be put into JIRA before the 
meeting otherwise it is two different worlds”. However, teams that did not use JIRA, and who 
were not willing to change from the traditional way of working, created protocols for the 
meetings. These were saved in a web-based tool on the client’s server, along with all other 
project documents. All respondents in Project A stated that this digital tool is used as a 
complementary tool to JIRA since documents cannot be saved within JIRA. Respondent A3 
also mentioned “we also have drafts which you can put on JIRA, but it is only drafts so you 
can’t put documents or the real model there”. Lastly, three of the interviewees, A1, A3 and 
A4, explained that the stored knowledge can be easily accessed after one gets familiar with 
the tool in regards of where and how to search for the needed information. However, due to 
the enormous number of documents and information, as well as the several tools to handle 
these, respondent A2 stated the information “is easy to find, if you know where to find it”. 

The Respondents’ Experience and Emphasis regarding Knowledge Sharing 

The interviewed consultants in Project A provided several examples and thoughts from their 
experience and emphasis regarding knowledge sharing. Firstly, respondents of project A 
indicate that they can learn even more from other individuals by having a suitable workplace 
where people of different expertise sit together, through meetings and simply asking another 
person. Respondent A4 added “I think to learn from each other is possible for instance if you 
sit close to each other and talk every day”. Secondly, respondents A1 and A4 explained their 
previous experiences and stated that projects using emails as a communication tool tend to be 
less effective in knowledge sharing compared to this project that use JIRA. Thirdly, regarding 
Project A, interviewee A3, stated that by implementing this agile tool, individual possibilities 
to learn and share knowledge were influenced positively due to a better collaboration and 
knowledge contribution of project members. Respondent A3 also stated “Since everyone is 
sharing their knowledge, I contribute as well”. Lastly, all four respondents agreed on the 
importance of knowledge sharing for the project’s outcome and the organization’s success. 
“For projects with a very restricted time frame, knowledge sharing is very crucial” according 
to respondent A1. Hence, based on respondent A3, project leaders need to provide support 
and trainings to facilitate the adaptation process for individuals who are used to the traditional 
methods. 

5.1.2.	Consultants	in	Project	B	
Project B is a large scaled renovation project and has a time frame of about ten years where 
five years have passed already. The project is divided into five sub-project teams with the 
amount of people ranging from 5 to around 50. There are about 150 consultants from the 
specific consultancy firm involved in the project, with different disciplines, along with 
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external consultants. Some of these sub-project groups use VP, Visual Planning, through a 
Kanban Board during meetings. According to respondent B1, this agile method was 
implemented in this project to obtain a better overview of the tasks, coordination, structure of 
communication threads and onboarding of new project members. Based on the individual 
experiences in adapting to this new method, the authors obtained positive statements 
regarding the implementation of a Kanban board. Respondent B1 stated, “Since I haven’t 
been working in another way, I was very ‘it is OK’ and ‘so this is how we do it’” and also 
mentioned that several consultants were hesitant about this type of meetings and did not 
comprehend its purpose. However, after they received some help and guidance, they are now 
more encouraged to use it. This was highlighted when Respondent B3 argued “It was a bit 
abstract at first as you may have thought then, but we got help from the person who 
implemented this and tried to find approaches that suited us. I have become more and more lit 
on the idea because it is a good way for it to go fast and everyone is seen in a completely 
different way, from projector to sub-project manager really”. Moreover, respondents B2 and 
B3 stated that the Kanban board is a good way to visualize the project tasks, get everyone to 
attend the meetings and have a faster communication and feedbacks. However, respondent B2 
emphasized that since the project is quite big, it is difficult to break tasks into smaller ones 
and discuss them during the meetings.  

Respondent Past Profession Profession in Project B  
B1 Project Leader Assistant Project Leader 
B2 Construction and Sub-Project 

Leader 
Sub-Project Leader 

B3 Sub-Project Leader Sub-Project Leader 
Table 5. The background of the respondents in Project B.  

The Team and Meetings in Project B 

All five sub-project teams tend to have a variety of expertise in each team and meet every 
week to discuss the task progress in regards of the three categories; completed, in progress 
and remaining. These task updates are put on the Kanban board through post-its of different 
colors indicating the three above mentioned categories. It is quite unusual that the team is 
dispersed, but in case they are, they participate through Skype and another group member 
updates his or her post-its. Also, each team is led by a sub-project leader who then provides 
the obtained information regarding difficulties and the project progress to the project leader 
who is responsible for guiding the sub-project leaders. VP meetings are scheduled twice a 
week and are usually short and informal in structure. However, respondent B1 mentioned that 
the formality depends on the team size, if the project is composed of 50 people formal 
meetings are more efficient and pointed out that “when we have a big team you have to be 
very strict to not take too long time”. In the team composed of 6 people, the meetings are 
considered as informal according to respondent B2 who is the sub-project leader in this team. 
However, in the team of Respondent B3, consisting of 48 team members, it was considered 
that the meetings are informal as well and Respondent B3 explained that “everyone is in the 
meeting, maybe about 20 people”. Respondent B1 made further comments on the importance 
of sub-project groups as the physical place is limited during the VP meetings to which 
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respondent B3 added that a room was needed since surrounding noises cause distractions. 
Due to the VP meetings, respondents observed an increase in participation, collaboration and 
team trust. This is due to the transparency of who is responsible for completing which tasks 
and whether or not they face difficulties. Regarding this, Respondent B2 explained, “you have 
to answer what you work with so it is a sign of trust that one must be honest”. Furthermore, as 
a project leader, respondent B1, argued that “The ones who are not using VP, the information 
is not spread so we as project leaders we have problems to see what they need and we see that 
there is more confusing in the groups”.  

Knowledge Sharing in Project B 

The respondents pointed out that VP meetings enable more direct communication and a 
clearer understanding of the project and its progress. According to respondent B1 and B2, 
during the VP meetings overall project information is more emphasized than technical 
information. Respondent B2 stated, “we do not share expertise at these meetings, it is more to 
check where we are. So, sharing of experience and knowledge happens more than one just 
runs over to someone in the workplace”. According to all respondents, knowledge sharing in 
regards of technical expertise is not enabled due to the time constraints during the meetings. 
However, respondent B2, states that some members take advantage of meetings and ask the 
other members expertise specific questions. Respondent B2 stated, “…it is great for them to 
meet each other and have the opportunity to ask questions, but also hear what they are 
working with and hear what they have for problems and how their tasks affect them”. All 
three respondents state that the tasks specified on the post-its during these meetings used to be 
stored by taking pictures of the board since once the post-its are moved it cannot be changed 
back. However, it seemed to be not clear whether this was valuable or had a purpose since 
Respondent B3 stated “Actually, I don't know how they are saved”. Nonetheless, project 
related documents are stored within the consultancy server under a specific folder for project 
B. Furthermore, deliverables such as drawings and documents of the project are sent through 
a database, owned by the client, only due to the safety classification of project B. The project 
leader explains that some teams started to use SharePoint to communicate within sub-project 
groups. Respondent B3 added “We have so many different tools so everyone may not be able 
to find all of them here. It's a little stupid because then it's pretty fragmented. Many are quite 
opposed to having so many different tools and ways to communicate”. 

The Respondents’ Experience and Emphasis regarding Knowledge Sharing 

The respondents of project B indicated that they can learn from others by asking the team 
members and meeting other disciplines. Moreover, respondent B1 states that the onboarding 
training for newly joined participants ease the start into the project. Respondent B3 added that 
based on personal experience, the onboarding training was very beneficial for the start. 
Respondent B1 and B2 also stated that one can learn from another individual with more 
experience by simply sitting next to them and observe what and how they are doing things. 
Furthermore, all interviewees agreed that knowledge sharing is crucial for the organization’s 
success and the project’s outcome. Lastly, Respondent B1 indicated that “the VP meetings are 
a good base for communication and meeting each other and breaking down the barriers if you 
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do not feel like to email someone asking whether they are there and when you see each other 
it is easier to ask questions”. 

5.1.3.	Consultants	in	Project	C	
Project C is large in size, started several years ago and has another big-time span ahead. The 
design phase will last for about ten years, whereas the construction phase will last for about 
five to ten years. Due to the complexity as well as the type of the project, several actors are 
involved and there is a high safety as well as confidentiality. The project is divided into nine 
sub-projects that are each divided into several smaller teams. The authors studied one of these 
teams since consultants from the specific consultancy firm are involved in this team. The 
client implemented the Scrum methodology since project members were facing difficulties in 
differentiating what other teams are working on in order to remain efficient and avoid redoing 
the same task. Both respondents explained that the Scrum practices enabled them to have a 
clearer picture of the project and the work progress where Respondent C1 added “I think it’s 
better focus and we prioritize activities during these scrum meetings and planning”. 

Respondent Past Professions Profession in Project C 
C1 Construction Management 

and Installation Consultant 
Senior Project Leader 

C2 Structural Engineer Junior Project Leader 
Table 6. The background of the respondents in Project C.  

The Team and Meetings in Project C 

The team size varies in each subgroup but has a variety of expertise involved. Moreover, the 
subgroup both respondents were participating in, had weekly sprint meetings and a monthly 
sprint meeting. Furthermore, the team is led by a scrum master and a scrum manager who are 
both representing the client in the meetings. Also, the whole project team is dispersed in three 
different areas. Hence, the weekly scrum meetings are conducted through Skype where each 
team within the main subgroup has about 5 minutes to present what has been completed since 
last time, what is planned for next time and barriers might be faced and how to overcome 
them. However, for the monthly sprint planning, all project members will have to travel to the 
client’s head office in another city. Daily stand-ups are not used in this project and follow-up 
meetings are conducted based up on the client’s request. The meetings within a subgroup are 
informal and less structured, whereas, as respondent C1 stated, “monthly sprint planning and 
weekly sprint meetings are formal. We have our minutes to talk. So that’s quite formal”. 
Moreover, both respondents agreed on the fact that since the implementation of the Scrum 
methodology, the cooperation and project progress was more influenced since now everything 
seems to be easier and clearer. 

Knowledge Sharing in Project C 

Respondent C1 stressed out that it is still early to decide whether or not this methodology has 
facilitated knowledge sharing, but through these weekly sprint meetings, they have at least 
gained the ability to see and listen to other team’s progresses and overcome barriers. 
Respondent C2 argued “I am quite confident when I say that I think it is a good method to 
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share knowledge. We have these weekly meetings and go over what have you done, what are 
you doing and why can’t you do what you have planned to do. And, I think that is really good 
to hear”. Furthermore, respondent C1 mentioned “with this Scrum methodology you have 
these activities that prioritize and reprioritize, which enables a better focus, and also the 
communication between the different parts of the project. We needed that to avoid repetitive 
tasks in different teams in the project”. In the project, several tools are used to store explicit 
knowledge. For instance, one of the databases is used for storing project related documents 
while the client has its own intranet to store all data regarding project C and all their other 
projects. While, Trello, a visual Kanban board, is used during the weekly and monthly sprint 
meetings in order to track tasks in terms of their completeness.  

The Respondents’ Experience and Emphasis regarding Knowledge Sharing 

Respondent C2 pointed out that one can learn by simply asking another individual and “I 
learn a lot from my team members, and they have learned from each other as well since they 
are specialists in different fields”. However, it was also mentioned that these meetings where 
all other sub teams are involved enable knowledge sharing. The two respondents of project C 
stated that their ability to learn and share knowledge has changed due to a change of the 
meeting type. Respondent C2 emphasized on that “During these meetings, people can say 
what kind of problems they faced and did like this and it worked fine. Then, I can learn 
something, but if we hadn’t had these meetings, I do not think that people would tell the 
others about that”. Moreover, consultant C1 mentioned that the set-up of smaller teams is 
better since “when you got this huge groups of people in every meeting, it is no sharing and 
there is one way of communication”. Lastly, both interviewees agreed that knowledge sharing 
is very important for the project's outcome and the organization's success. 

5.1.4.	External	Consultants	with	Expertise	in	Agile	methods	and	Project	management	
	

Respondent Past profession  Current profession  Experience of Agile 
Methods 

D1 IT consultant University teacher and self-
employed Consultant 

providing help to 
organizations, both IT and 
non-IT, to work with agile 

methods 

Since 2000. 

D2 IT consultant Consultant at a 
management company. 

Provides training in project 
management and APM as 

well as helps to develop and 
implement project models 

in customers’ organizations 

Since 2008. Also, 
before that in the mid-
90s where some of the 
agile principles were 

used before ‘agile’ was 
officially stated.  

 Table 7. The background of the external respondents.  
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Definition and Benefits of Agile Project Management 

Respondent D1 argues that APM emphasizes on the team and a more controlled process 
where more mandate and trust is given to the project team, which are the major benefits 
compared to other project management methods. On the contrary to the project management 
in a traditional environment, in which the process is more focused on to get the work done, 
the APM focus on to get the team gathered and the decisions are made together. Respondent 
D1 further mentioned that “most agile project managers work with customers instead so if the 
team cannot make the decision then the project manager takes that question to the customer”. 
However, the respondent continued, the decision regarding how to do a task is up to the team 
and the tasks are done in short steps and in a circular manner. The respondent further states 
that a typical error of the project manager is that he or she thinks they need to make all the 
decisions instead of relying on the team as in the agile approach. On the other hand, 
Respondent D2 indicates it is good to prepare and have early phases in a project but with less 
concise and specific objective as well as to be humble with the fact that little is known in the 
beginning. In other words, as Respondent D2 stated, “APM is project management in general 
with inspiration of agile principles and methods – to prepare in a good way but to use sprints 
or similar in the realization of the project in order to avoid wrong interpretation of 
stakeholders”. The respondent implies that the benefits of APM compared to other methods 
are quicker releases of value adding and useful results. To reach these benefits, the respondent 
discuss that agile methods can be used for projects both in IT and non-IT, whereas in the 
latter not all parts of agile may be applicable. However, from the respondent’s experiences, all 
projects benefit to have fewer people in the team, strive ‘sprint-thinking’ such as milestones 
in the project and apply retrospectives continuously. 

Knowledge Management and Agile Project Management  

Both respondents see a positive relation between knowledge management and agile methods. 
Respondent D1 mentions the way agile methods enable team members to work on several 
tasks and respondent D2 states that there is an in-built mechanism such as retrospectives and 
daily stand-up meetings that enable learning. The latter respondent continues with that “the 
agile team has the approach ‘one for all, all for one’ and it is desirable to have T-shaped 
people in a team. However, respondent D1 mentioned “There is always a risk when you start 
working in an agile way that some teams members are afraid that they won't be allowed to be 
experts anymore because they hear about this well you are going to corporate and we are 
going to have the whole knowledge for the team, so some get afraid that ‘oh does that mean 
that I do not get to do the specific things that I am good at’ “. Another risk when working in 
an agile approach, that respondent D1 mentions, is the focus regarding not having too much 
documentation. If an organization have gone too far on this focus, there may be nothing 
documented in the end of a project and that is a threat. Therefore, respondent D1 emphasizes 
on that it is an important balance for any agile project to not neglect all documentation.  

According to both respondents, knowledge sharing is essential in an organization. Respondent 
D1 argued that “I think above all it is that most companies see a risk in this bottleneck-
problem” and gives an example of a situation there an employee is on sick leave for a few 
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days. Consequently, the employee’s work cannot be done since no one else in the 
organization knows how to do his or her work. “This was the case for one company”, 
respondent D1 mentioned, “and the company implemented agile methods in order to prevent 
bottleneck-problems and to enable knowledge sharing”. With an experience of 19 years by 
giving training in project management, respondent D2 argues that many organizations have a 
lot of improvement to do when it comes to knowledge sharing. A main barrier when it comes 
to knowledge sharing is the availability of time in organizations that results in the 
prioritization to get the work done, instead of reflection on what works well and what can be 
improved. Respondent D2 indicated that “the learning will suffer so to speak”. Respondent 
D1 emphasizes again on the barrier that some people may feel threatened and that they will 
not be as highly regarded if they share what they know.  

On the question regarding how knowledge sharing is influenced by agile methods compared 
to other methods, respondent D1 answered that T-shaped skills have a much more focus in 
agile approaches, especially in Scrum. The respondent stated, “The reason why the T 
competence is more explicit in agile, there is such strong focus on we must cut lead time, we 
must be able to deliver stuff as soon as possible”. Respondent D1 referred back to the 
bottleneck-problem and the importance of T-shaped skills. In agile projects the knowledge is 
shared and consequently the project can still move forward even when a person is on sick 
leave or has left the company. Whereas Respondent D2 answered “I think a big difference is 
that in most agile techniques you have a built-in mechanism that knowledge sharing is 
something you should do and continuously. Not just wait with the learning until the end of the 
project. In traditional project models, you have it stated that this is something you do in the 
end of the project”. 

Knowledge Sharing in Agile Project Management 

Both respondents are in the opinion of that agile methods emphasize more on tacit knowledge 
sharing. Respondent D1 emphasized on that “there is a much more focus on tacit knowledge 
than explicit knowledge in agile ways of working” and further discussed that the sharing of 
the tacit knowledge depends on the chosen agile way of working. Sometimes pair 
programming is often used in order to learn and share knowledge between two people 
working together on one task. “This is common in IT but can also work in non-IT 
organizations as well”, argued Respondent D1. However, the same respondent states that the 
problem is that the agile practices are not mandatory but more a possible thing for APM and 
provides an example of how a Scrum-master can act. “A good Scrum-master makes sure that 
there is a focus on T-competence and therefore divide tasks, so everyone can perceive new 
knowledge by doing new tasks outside their specific fields”. The respondent, D1, indicated 
that many Scrum-masters do not act properly and hence do not enable an environment where 
tacit knowledge is shared. For this reason, according to respondent D1, “it has not so much to 
do with the type of method or practice, but more how the team members and leaders act”. In 
contrast, respondent D2 discuss how tacit knowledge is encouraged in the daily stand-up 
meetings where the team members ask and discuss three questions - what have I done since 
last time, what will I do until next time and do I see any obstacles, or do I need help with 
something. Thereupon, a transparency is obtained and a sharing of tacit knowledge between 
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people is achieved. Respondent D2 indicated that “this is very efficient, to have face-to-face 
communication as a way of sharing tacit knowledge”. Likewise, when the team is collocated 
in the same room, if possible. As a last example, the respondent mentioned “if we try to 
visualize a lot, for example using Kanban-boards or visual planning tools and so on, a lot of 
post-its on the walls, that makes it also easier to share knowledge from individuals to the 
teams. That way of communicating helps a lot I would say”. 

None of the respondents have an answer regarding how APM can articulate tacit knowledge 
to explicit knowledge. Respondent D1 considered that “this is a risk and it can be a problem, 
since there are not any specific tools or outspoken methods for this process”. Respondent D2 
stated that this is due to one of the values in the agile manifesto, which focus on team 
interaction instead of written procedures and tools. Respondent D2 emphasized on that 
traditional approaches indeed have good ways of working as well, and these should not 
always be excluded as soon as an organization wants to go agile. Instead, the respondent 
argued, “take the good workways from traditional approaches and combine them with the best 
value-adding workways in agile approaches”.  

There are similar answers regarding how explicit knowledge can be stored and shared within 
an agile project. Both respondents were not aware of any tool or specific driver within APM 
to embody explicit knowledge. Respondent D1 discussed that it is often the opposite in APM, 
that you for example have posters on a whiteboard but you cannot go back and see how it 
looked previously in the project process. “This is where it is an advantage of having it 
electronically”, the respondent continued, and “digital tools are often a complementary 
practice in agile methods”. Additionally, the larger the organizations, the more practices they 
have in order to make information more explicit according to respondent D1 who gave JIRA 
as an example of a digital tool for this. Respondent D2 emphasized more on that it is good to 
have things visual and well put so people can interpret information in a good way. The 
respondent further stated that it is good to document in an easy way, what has been decided 
and what to be done in order to avoid problems, but to “avoid documenting in a too detailed 
manner”.  

The Respondents’ Experiences and Emphasis regarding Agile Project Management and 
Knowledge Sharing 

In the next question the interviewees were going to give examples from their experiences 
where APM has proven to effective or less effective regarding knowledge sharing. 
Respondent D1 explained first a good experience. The respondent worked with three different 
groups in a non-IT company where one of the teams had a lot of issues since they didn’t 
corporate very well due to their different ways of working and the low understanding of each 
other. To solve the problem, they did a detailed Kanban board, showing step by step the 
different tasks and positions. “Knowledge sharing really came out of their improved way of 
working and their improved working just came from this visualization”, said Respondent D1. 
A bad experience, for the same respondent, was at an IT consultancy company. The team 
worked with a customer who they listened too much to and the customer considered it was 
unnecessary to document and wanted instead that the team delivered the tasks. The 
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respondent explained that “the team did less, and less documentation and the information 
were only stored in their heads, and in the middle of this people switched jobs and the 
knowledge went with them”. As a result, there were some months where the project did not 
move forward because no one knew how the functionalities worked. The respondent stated 
that “this is a real challenge when too much focus is on tacit knowledge and the team would 
probably have had more explicit knowledge if they had not been agile”. From the experiences 
of respondent D2, projects that are inspired by agile principles, where the level of agile is 
adjusted to what works well and less well for the organization, have a good approach to 
effective knowledge sharing. However, some teams may have retrospective or daily stand-up 
meetings too often and should therefore adjust the frequency. “Adapt and do what is 
beneficial for you and your team” 

Both respondents consider that knowledge sharing through APM contributes to a project’s 
outcome as well as an organization’s competitiveness. Respondent D1 emphasizes on that it is 
up to how the Scrum master, if any, are taught to think ahead or how the organization enforce 
APM to benefit from it. Respondent D2 considers that most projects should be inspired by the 
agile principles whereas some may find their kind of twist to apply agile principles and 
possibly mix traditional models with agile thinking. Additionally, both respondents argued 
that trust is needed, both within the team and from stakeholders. 

5.2. Observations 
As previously mentioned, the participant observations were conducted in order to obtain a 
greater context awareness. The type of meetings that the authors participated in as well as 
their duration is shown in the table below.  

Project Type of Meeting Duration 
A C- Meeting 75 min 
B Visual Planning or Kanban 

board 
30 min 

C Weekly Scrum 30 min 
Table 8. Meetings observed. 

5.2.1.	JIRA	Meeting	in	Project	A	
As mentioned earlier, Project A has four different meeting types, A, B C and D, where the 
formality decreases respectively. Within JIRA all meeting types have been categorized in 
different folders with labels A to D in order to obtain a transparent structure. As indicated by 
the respondents, the C-meeting was neither too formal nor too informal and was composed of 
six team members. However, not all C-meetings have only 6 participants, it depends on the 
addressed questions and the associated members responsible for these tasks. Furthermore, the 
authors could verify that one team member, in our case respondent A1, was leading the 
meeting. Concerns in terms of questions were prepared and posted on JIRA prior to the 
meeting. Participants of the meeting had the possibility to socialize with each other before the 
meeting started. Then, respondent A1 was introducing each question and referring to the 
member responsible for this task. After the discussion of a question, the question was either 
solved or required further inputs, information or technical data, of other individuals. These 
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required inputs were posted on the same discussion thread and according members were 
tagged in it. Both solved and unsolved questions have a discussion thread that is stored in 
JIRA. Moreover, at the end of the meeting, respondent A1 asked each member separately if 
there were additional concerns that one wants to discuss, and future meetings were scheduled. 
Participants had the opportunity to socialize again when the meeting ended. 

5.2.2.	Visual	Planning	Meeting	in	Project	B	
The meeting in this project that the authors participated in was a Visual planning, or Kanban 
board, meeting for one of the sub-projects. This sub-project has around 40-50 people in the 
team where respondent B3 is the sub-project manager. However, at the meeting there were 12 
people who attended. The authors were informed later in the meeting that not everyone has to 
attend if there is not something specific or urgent for a certain discipline to attend for, since 
some disciplines may be away at other sites. Nonetheless, some of the team-members may 
pass forward information to another discipline if needed. Usually it is the sub-project leader, 
who has a broader focus and understanding of everyone’s area, who leads the meeting. 
However, this day the sub-project leader was sick and therefore one of the team-members led 
the meeting. The authors got the impression that the overall atmosphere during the meeting 
was relaxed and hence quite informal. In the beginning of the meeting, the team members 
interacted by having informal talks while writing post-its to place on the board. After 
approximately five minutes the meeting started. The meeting was held in the open space at 
the consultancy company and the team-members were standing during the meeting. The 
project leader for the whole project attended the meeting as well and was standing on the side 
observing, listening and contributed to coordinate the meeting a bit. The meeting leader let 
each person/discipline, in accordance to the structure on the board, talk regarding work 
progress updates. The atmosphere changed slightly from informal to formal. However, some 
people could, quietly, have smaller discussions on the side and did not pay so much attention 
to the person talking. Additionally, the team-members could raise questions to the project 
leader who in turn will bring these to the “higher” meetings in the project. After the meeting 
ended, some team members stayed and discussed other topics. To conclude, even if the 
participants did not pay attention during the whole meeting, they still obtained a common 
understating of the project work progress, since it was visualized through the post-its on the 
Kanban board. 

5.2.3.	Weekly	Scrum	Meeting	in	Project	C	
One of the meetings that are held in Project C is the weekly Scrum meeting, which the 
authors observed. During the weekly Scrum meeting all teams within one of the nine teams in 
the sub-project attend. Since not all teams are at the same site these meetings are held through 
Skype and a screen is shared in order for everyone to follow the meeting. In addition, not all 
team-members in the specific team were at the same place besides two who were at the office 
at the consultancy company in subject. The remaining two, one consultant from the company 
and the Scrum-master from the client, attended the meeting through Skype. The authors got 
the impression that the meeting was more structured and hence a formal atmosphere occurred. 
The Scrum-master, who also is the Scrum-master in other teams, led the meeting and let each 
team have a small time to discuss what has happened since last time, what will happen next 
week, if there are any obstacles, and receives concerns/topics that affect the team. When one 
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team had the word, everyone else remained quiet. During the meeting the tool Trello was 
visible at the shared screen in order for everyone to see the work progress as well as to adjust 
and update the teams’ tasks. Furthermore, some teams who have tasks that are affecting each 
other could communicate. Thereafter, a Burndown chart was visible displaying the project’s 
overall progress of the tasks. Before the meeting ended, team members were encouraged to 
ask questions. Afterwards, no further interaction between the teams and team members 
occurred.  
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6. Discussion 
The authors obtained some insights when conducting the interviews and participant 
observations. Firstly, some consultants in the projects are not aware of using agile methods or 
what APM stands for. This is in line with the research by Laanti et al. (2011) regarding that 
even though companies adapt agile methods within projects, employees may not comprehend 
what agile and its principles are. Therefore, a holistic view of the adaption is encouraged 
where people understand for example the purpose the implementation, how it is going to be 
used and how it is connected to the people’s work and life. Secondly, the authors interpreted 
the findings regarding knowledge sharing that there occurs an uncertainty regarding this 
concept or no knowledge about it at all. Finally, some reflections could be made regarding the 
time and the participation in the interviews. Some respondents had to be reminded more than 
others regarding to participate in an interview. Moreover, the interviews with consultants had 
durations ranging from 20 to 40 minutes due to their limited time. Also, many respondents 
provided short answers. All this may indicate the value of time as well as the avoidance of 
sharing knowledge. The following discussions aims to fulfill the three research questions 
stated in Chapter 1: Introduction. 

Tacit and Explicit Knowledge Sharing 

The observations in Project A, B and C confirmed that mainly explicit knowledge is shared 
within a team. In project A, knowledge that was shared through JIRA was explicit. In other 
words, the authors could not see any sharing of values, beliefs or personal experiences in the 
communication threads during the observed meeting. The knowledge shared in JIRA was 
project related such as information and technical data. However, this type of meeting has the 
potential to enable tacit knowledge sharing before and after the meeting. The knowledge 
shared in the VP meetings of Project B was explicit since it contained only work progress 
knowledge. Hence, it could be confirmed what was previously stated in the interviews, that no 
knowledge sharing of technical expertise was enabled due to the time constraint of the 
meeting. However, due to the informal atmosphere, interaction occurred between the team 
member before, during and after the meeting. Therefore, this meeting type has the potential to 
enable tacit knowledge sharing as well. In Project C, it was mainly explicit knowledge 
sharing since the work progress were shared as well. However, the Scrum meetings also 
require members to share their obstacles and possible solutions. The shared solutions can be 
based on personal experience, and therefore result in tacit knowledge sharing. In addition to 
this, the meeting observed in Project C had a higher formality level due to the very strict time 
schedule and how long each team or team member could talk about their work progress. 
Hence, due to the type of meeting and the limited time, knowledge sharing was constrained.  

The authors used the SECI- model described in Chapter 3: Theoretical Framework, as the 
basis for analyzing knowledge sharing in the three studied projects. The projects are placed in 
the stages depending on how each method within APM has affected the knowledge sharing. 
This will be discussed below.  

Socialization 

From the conducted interviews and observations, the meeting types in project A, B and C 
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where three different agile methods are used, can enable tacit knowledge sharing through the 
socialization stage of the SECI-model. As stated by Panahi et al. (2013), Razzak et al. (2015) 
and Smith (2001), knowledge sharing can occur in the socialization stage for instance through 
communication during meetings. Through the observation in project A, it became evident that 
participants had the opportunity to socialize prior and after the meetings and possibly share 
tacit knowledge. The VP meetings in Project B have the potential to contribute to tacit 
knowledge sharing since project members had the opportunity to socialize by having 
discussions outside the topics prior, during and after the meetings. Furthermore, as mentioned 
previously, in Project C, tacit knowledge sharing within the team occurs during the meeting 
when members share the solutions to faced failures based on personal experiences.  

Externalization 

In all three projects, explicit knowledge is codified and externalized. In Project B and C, 
individual explicit knowledge in terms of work progress is codified to collective explicit 
knowledge through updates. In Project A, explicit knowledge is shared and externalized 
through the discussion threads that are stored and open to all project members. This storage is 
especially beneficial for projects since people constantly leave and join. Saved 
communication threads and discussions are essential for newly joined project members to 
avoid facing difficulties in finding required information and latest decisions. Due to this 
individual explicit knowledge becomes collective explicit knowledge. However, as already 
referred to Panahi et al. (2013), Razzak et al. (2015) and Smith (2001), the externalization 
stage includes the needed codification to articulate and externalize tacit knowledge into 
explicit where individuals’ knowledge is internalized in the organization and becomes 
collective group knowledge. In projects B and C, where the meeting types have the potential 
to enable tacit knowledge sharing, tacit knowledge cannot be not externalized and articulated 
into explicit knowledge through codification. This is due to only work progress being 
documented physically through a Kanban board, as in Project B, or digitally through Trello, 
as in Project C. However, in Project A, for cases that require tacit knowledge inputs to be 
shared with the team, the externalization stage, the articulation of tacit into explicit 
knowledge through codification, will be achieved.  

Combination  

Through the combination stage, databases are used to combine two or more pieces of 
knowledge to consequently create a new whole such as a report (Panahi et al. 2013, Razzak et 
al. 2015, Smith 2001). Even though the empirical findings indicated that mainly explicit 
knowledge is shared within a team, none of the three projects with implemented agile 
methods achieve the combination stage of the SECI-model.  

Therefore, the authors could observe that in each studied project, complementary methods 
like digital tools such as the company’s or the client’s database, SharePoint, Excel, OneNote 
etc. are used. This is done in order store, combine and share documents and other relevant 
information that all the project members can take part of, which the agile methods don’t fulfil 
in all cases. For example, in Project B the information shared during the VP meetings is not 
stored in any way and cannot be traced or received later in the project process. As respondent 
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D1 stated previously, in order to go back in time and see what has been in done it is needed to 
store information electronically. Consequently, agile methods are complemented with digital 
tools, as in the studied projects.  

However, as Razzak et al. (2015) emphasized on, it is important that there is a common 
digital platform for all team members where a common understanding and acceptance has 
been achieved. This is unfortunately not the case in Project B, which could be stated first by 
the authors, where there are different opinions and willingness among the teams and team 
members and therefore no common digital platform. Consequently, as mentioned previously 
in the report, respondent B3 stated that the information becomes fragmented due to different 
tools to communicate through, which many of the team members are opposed to. It could be 
stated that there are different tools used in the other projects as well. For example, a digital 
tool is used in Project A in order to store documents since JIRA does not provide this 
function. Therefore, it may also be the case where information becomes fragmented and as 
respondent A2 mentioned, due to the different tools to handle information, it is easy to find 
information as long as one knows where to find it. Additionally, in Project C, all teams use 
Trello as complementary management tool for the project progress, which is described earlier 
as a digital Kanban board. The information of the different teams’ and disciplines’ work 
progress can be stored and shared, which also can be traced later in the process. However, in 
the project they use a database in order to store and share documents. Furthermore, the 
interviewed consultants use additional digital tools and programs such as Excel and OneNote 
in order to structure their thoughts and information during the project. 

Internalization 

In this stage explicit knowledge is interpreted or reframed by individuals, who understand and 
accept the knowledge and thereafter internalize it (Panahi et al. 2013, Razzak et al. 2015, 
Smith 2001). In all studied projects, explicit knowledge can be internalized through the 
implemented agile methods. In project B and C, the work progress of individuals is presented 
and visualized during the meetings. Hence, the work progress of all team members can be 
internalized by the team members. Furthermore, in Project A, explicit knowledge is stored in 
the discussion threads and open to all members. Therefore, the embodiment of explicit 
knowledge to tacit knowledge is possible. In other words, consultants can learn through 
reading stored discussions and communication threads. 

Based on Lindsjørn et al. (2016), agile teams are identified to be collaborative due to the 
practices that permit more communication and interaction among team members. Moreover, 
the relationship and collaboration within the team is influenced through more communication 
and transparency according to Ouriques et al. (2018). One way the project transparency can 
be improved is through an active customer collaboration which enables a direct 
communication between the client and project members (Razzak et al. 2015; Singh et al. 
2012). In addition to this, another way to improve the project transparency is through 
meetings that empower the knowledge sharing regarding individual updates regarding 
progresses, achievements and faced failures. 

The empirical findings based on the conducted interviews and observations complement to 
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the previous summarized research statements. The project transparency in all projects is 
positively influenced through the implementation of agile methods. Several respondents of 
project B and C stated that due the better project transparency team collaboration improved as 
well. For example, as mentioned previously, respondent B2 argued that the team members get 
the opportunity to meet, ask each other questions as well as hear other people’s work 
progress. Respondents of project B also argued that the transparency has also contributed to 
the active participation of project members and a better information flow within the team and 
to the project leader. Moreover, the type of meetings in both Project B and C have improved 
the project transparency since the project progress is constantly defined and project members 
are aware and updated regarding the completeness and distribution of tasks within teams. Due 
to this, the project team becomes more efficient by avoiding repetitive tasks. For example, as 
stated previously, Respondent C1 indicated that Scrum has enabled prioritization of tasks, 
which subsequently enables increased focus and communication, and this was needed in order 
to avoid repetition of tasks. Additionally, in Project C, due to the active participation of the 
customer, the project scope remains constantly defined and failures among teams are shared 
which is another successful manner to share tacit knowledge based on the research by Razzak 
et al. (2015). 

Additionally, agile teams are identified as multidisciplinary and self-organizing where 
decisions and prioritization and delegation of tasks are done together since no strong 
leadership is involved (Lindsjørn et al. 2016). Furthermore, Ouriques et al. (2018) and Singh 
et al. (2012) discuss that knowledge sharing occurs within agile teams due to its cross-
functionality. Moreover, individuals with T-shaped skills are desirable for agile teams due to 
multidisciplinary work occurring simultaneously (Gharebagh et al. 2018). Whether or not 
individuals with T-shaped skills are present within a team and able to practice their additional 
expertise mainly depends on the formation of subgroups within a project. The organizational 
structure within all studied projects are based on the traditional management approach. Teams 
within Project A and C are composed of members who are responsible for the same project 
phase. Different expertise is present due to members’ prior experiences. Hence, T-shaped 
individuals focus on a specific area, using and contributing to the vertical bar, but are not able 
to elaborate on additional knowledge (horizontal bar) unless the workplace and meetings 
provide some room for socialization. Whereas in Project B, subgroups are formed based on 
different projects. In other words, members of different expertise and responsibilities meet 
each other during VP meetings. Therefore, T-shaped individuals have the opportunity to 
elaborate on both own expertise (vertical bar) and additional knowledge (horizontal bar). 

In all projects, the authors realized that the workplace in each project and where the team 
members are located have an impact on the direct communication and knowledge sharing. A 
common workplace for all project members can increase the interaction and subsequently the 
communication and learning within a team. This can be related to what Ouriques et al. (2018) 
and Sing et al. (2012) cover, that the physical workspace and how it is designed have an 
impact on the knowledge sharing in a project. For instance, in Project B, the teams using a 
Kanban board are not provided a specific room for their meetings and have to meet in a 
hallway at the consultancy firm. Due to limited space and surrounding noise, further 
interaction and knowledge sharing can be restricted.  
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The respondents of the interviews agreed on the importance of knowledge sharing for the 
project’s success and the organizational competitiveness. The agile methods in the three 
studied projects have shown to be emphasizing and influencing knowledge sharing which is 
beneficial for consultancy firms since consultants are known to be avoiding knowledge 
sharing as it affects their competing power (Dunford 2000; Riege 2007). As discussed 
previously, the implementation of these agile methods has a positive impact on project 
transparency and team collaboration. From the conducted interviews, the authors summarized 
that respondents prefer a project environment that is more transparent in order to be aware of 
the project- and individual progress within a team. Furthermore, more transparency enables 
consultants to communicate more regarding faced failures and according solutions such as in 
Project C where the Scrum methodology is in use. Requiring people to talk about own task 
updates and barriers will result in an environment that is more knowledge sharing friendly. In 
addition, as respondent C2 mentioned, as stated previously, people would probably not have 
shared knowledge such as the work progress if the Scrum meetings had not existed. 
Moreover, respondents stated that since everyone else is sharing their “results” they are more 
willing to share their knowledge as well. 

The above discussions associated with the research questions have led to further insights how 
knowledge sharing can be influenced more beneficially. Not only is tacit knowledge sharing 
essential for innovation, creativity and analytical problem-solving (Hansen et al. 1999, 
Taminiau et al. 2009), but it is also fundamental for explicit knowledge (Jasimuddin et al. 
2005; Werr and Stjernberg 2003). Furthermore, Werr and Stjernberg (2003) stated that tacit 
and explicit knowledge complement each other in order to improve the competitiveness of an 
organization. As mentioned previously, it can be concluded that the studied agile methods 
provide a major emphasis on explicit knowledge sharing and do not enable as much of tacit 
knowledge sharing. This might be due to the structure of the meetings and the limited time 
available for interactions. In addition to this, only Project A codifies the shared explicit 
knowledge and has the potential to codify tacit knowledge, if shared. Therefore, a hybrid of 
traditional and agile management approaches is needed. A hybrid of traditional and agile 
project management approach might be more suitable for consultancy firms since the former 
focuses on heavy documentation (Fernandez & Fernandes 2008), while the latter emphasizes 
interaction of team members (Hohl et al. 2018). The hybrid should be complementing the two 
approaches. This is supported by respondent D2 who stated that APM encompasses project 
management in general with inspiration of agile principles and methods, where the best 
methods from traditional management are combined with the value adding practices in agile 
methods. For instance, diversified teams with a balance of broader and deeper skills, which is 
the case in agile teams, should be reserved to increase the organizational success (Kazmi and 
Naaranoja 2015). It is important to be aware that different situations require different agile 
methods. According to respondent D2, all parts of agile methods might not be applicable for 
many non-IT organizations. This is also what Fernandez and Fernandez (2008) stated in their 
research that it is required to use only what is considered needed in a project since the 
approaches within APM are generative. 

Therefore, it is also possible to combine two different agile methods, such as ScrumBan, in 
order to replace the weaknesses of one method with the strengths of the other. Furthermore, 
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agile methodologies can be still suitable for large projects with greater team sizes. In order to 
provide efficient communication in large-scale projects, the project can be divided into 
several smaller teams or a different approach of an agile methodology can be used (Keshta 
and Morgan 2017). 

The findings revealed that slight hybrids of project management methods are present since the 
studied projects have traditional management approaches with complementary agile methods. 
In other words, agile methods were implemented to improve the work efficiency and project 
transparency without altering management approaches. In Project A and B, JIRA and the 
Kanban board have been implemented as complementary tools to existing processes. Indeed, 
there is a change in teams and management and coordination of tasks and team-members, but 
the projects are still following a traditional organization. However, in Project C a more 
progressive change is present due to the implementation of Scrum. This is due to the 
framework being one of the project processes that enables flexible planning reviews. 

In addition, as mentioned in the literature review, Conforto et al. (2014) discuss that the 
success of new management approaches depends on the willingness, motivation and culture in 
the organization. Furthermore, how successful a new management approach is in terms of 
knowledge sharing depends on the willingness of the team itself. Respondent D1 also 
supports this argument by stating that it is very much up to the team and not the method itself 
whether the tacit knowledge is really shared. Therefore, it is essential for the project manager 
to be supportive during the adaptation process. In Project A, the findings revealed that it took 
some time in order to adapt to the management approach whereas one consultant stated that if 
there is interest in the new method it makes the adaptation process easier, which goes the 
same for digitalization according to the respondent. The same consultant further indicated that 
some people are used of the traditional approach and “in the beginning they are not very 
friendly to this way of working”. The same situation was acknowledged from two of the 
respondents in Project B. However, respondent B1 stated that no individual complications 
were faced since no prior work experience in other management approaches was present. This 
can be connected with what Laanti et al. (2011) discuss, that people with longer experience of 
traditional approaches have a bit more negatively attitude towards new approaches such as 
agile methods but in time, as the experience of the new way of working grows, a positive 
attitude develops. This phenomenon was faced by some respondents in all projects which 
indicates that the adaptation process takes time depending on the amount of prior work 
experience. 
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7. Conclusion 
The aim of this research was to identify how methods within agile project management 
(APM) in a consultancy firm influence knowledge sharing within a team. Three projects at the 
engineering consultancy firm were chosen in order to fulfill the aim where ways of working 
agile have been implemented, namely, JIRA, Kanban and Scrum. In each project, an 
observation and interviews were conducted. In addition, external interviews were conducted 
with consultants who possess expertise in APM. Each question stated in Chapter 1.3: Purpose 
and Research Questions will be presented below followed by an answer to demonstrate our 
research findings.  

RQ1. What type of knowledge is shared?  

The empirical findings revealed that methods within APM positively influence explicit 
knowledge sharing between individuals in a project team. The socialization stage of the 
SECI-model is achieved in Project C where tacit knowledge sharing within the team occurs 
during the meeting when members share the solutions to faced failures based on personal 
experiences. Furthermore, based on the conducted interviews and observations none of the 
projects completely fulfill the externalization stage of the SECI model. This is due to only 
Project C enabling tacit knowledge sharing however without any codification. Moreover, 
although the empirical findings indicated that mainly explicit knowledge is shared within a 
team, none of the three projects with implemented agile methods achieve the combination 
stage of the SECI-model. Therefore, several other complementary methods like digital tools 
are used. Lastly, in all studied projects, explicit knowledge can be internalized through the 
implemented agile methods. In project B and C, the work progress of individuals is presented 
and visualized during the meetings. Hence, the work progress of all team members can be 
internalized by the team members. Furthermore, in Project A, explicit knowledge is stored in 
the discussion threads and open to all members. Therefore, the embodiment of explicit 
knowledge into tacit knowledge is possible. In other words, consultants can learn through 
reading stored discussions and communication threads. 

RQ2. How do agile methods contribute to knowledge sharing based on team 
collaboration and formation? 

Based on the literature and empirical findings it was found that the implementation of agile 
methods and its interrelated team formation and collaboration positively contribute to 
knowledge sharing within a project. Firstly, the improved team collaboration contributes to 
knowledge sharing through the increased communication and project transparency. Both 
Kanban and Scrum methods have contributed to the project transparency by sharing project- 
and individual progress which accordingly increases communication. Moreover, the 
decreased number of people in the teams has enabled an improved collaboration in Project C. 
Whereas through JIRA, the project transparency is obtained through the stored 
communication in terms of project related updates. Secondly, due to a different set up in team 
formation as well as meeting types, knowledge sharing is influenced among project members. 
The multidisciplinary characteristic of agile teams influences team collaboration. In other 
words, T-shaped individuals are favored since they contribute to collective work. However, 
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since the team members in both Project A and C are working on the same project 
responsibilities, present T-shaped skills cannot be exploited. Nonetheless, in Project B, the 
team formation in the sub-projects enables different disciplines to meet each other and 
therefore T-shaped skills can be exploited.  

RQ3. How can agile methods affect consultants to share knowledge? 

The conducted research concluded that agile methods influence consultants’ willingness to 
share knowledge. For instance, through the VP and Scrum meetings, consultants are required 
to share their project inputs in terms of work progress with the team. In other words, each 
project member contributes to discussions which results in knowledge sharing and prevention 
of one-way communication. Furthermore, due to the nature of Scrum meetings, consultants 
are asked to share faced difficulties and possible ways to overcome them. Whereas through 
using JIRA, consultants get tagged in a question that requires their input in terms of 
information and decisions. Consequently, the consultant’s according input, knowledge, is 
shared, stored and open to all members. The overall impression obtained from the interviews 
was that consultants are more willing to share knowledge since the others share it as well. 

It is evident based on the findings that agile methods may positively influence consultants’ 
ability and willingness to share tacit knowledge due to a better team collaboration, 
communication and project transparency. However, tacit knowledge sharing should not be 
neglected since it associates people with beneficial and reusable knowledge and supports 
solving similar problems. Furthermore, in order to store and prevent the loss of the shared 
knowledge, documentation is necessary. Therefore, a hybrid of management approaches 
might be more suitable for consultancy firms where the traditional one focuses on heavy 
documentation while the agile one emphasizes interaction of team members. Also, larger 
firms, alike the one studied, with standardized processes and where people may change roles 
might benefit from a hybrid to improve knowledge sharing. The studied agile methods of this 
research might be useful for the consultancy firm when creating a hybrid by demonstrating 
how each one of them contributes to knowledge sharing.  

The findings of this report implicate that knowledge sharing can be economically and socially 
sustainable. Projects will be more efficient since project members are provided with reusable 
knowledge to solve alike problems such as in the Scrum project. Due to this, a project can 
remain on schedule, which subsequently will prevent crossing the budget, and hence it 
becomes economically sustainable. Furthermore, the studied agile methods contribute to 
social sustainability since there is constant control in terms of leadership and an emphasis on 
team interaction throughout the project. However, the studied agile methods do not contribute 
to the ecological dimension of sustainability since the meetings require members to be 
collocated and hence transportation will be occurred.  

7.1. Recommendations for a Consultancy Firm  
Based on the above conclusions, recommendations are provided that aim to improve the 
process of creating and implementing a hybrid of management approaches to eventually 
improve knowledge sharing. The recommendations state as follow:  
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Holistic view  When implementing a new way of working such 
as APM, a holistic approach is encouraged 
where everyone affected understands the 
purpose and how it is going to be used.  

Adaptation Process Consultants with previous experiences in 
different work approaches might be more 
hesitant during the adaptation process. 
Therefore, practices like onboarding trainings, 
job-shadowing and peer- learning might make 
the transition process more convenient and are 
essential to increase the benefits of APM. 

Generative approach and Balance Depending on the organization or the specific 
project, it is recommended to adjust the way of 
working in order to benefit from it. Only new 
methods that are value adding should be 
considered to be implemented where a balance 
is important in order to not neglect existing 
valuable methods.  

Common Platform If the team is using digital tools in order to store 
and share knowledge, a common digital 
platform is suitable and hence the information is 
prevented from being fragmented. Moreover, as 
the team size and number of teams increases, 
this is of great importance. 

Multidisciplinarity  When a hybrid is formed, the multidisciplinary 
of teams should be considered to increase 
diverse tacit knowledge sharing and collective 
work. 

Workplace A suitable workplace is essential since 
additional knowledge sharing through 
socialization might be prevented or restricted if 
the team is dispersed. In other words, a suitable 
workplace results in more communication and 
interaction among team members.  
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7.2. Limitations 
The conducted research had certain limitations. For instance, time constraints resulted in 
limited observations and interviews. With a broader timespan, more interviews could have 
been conducted with external companies in order to obtain a comparison for the successful 
knowledge sharing aspects of implementing agile methodologies. Furthermore, some bias 
might have resulted during the data collection due to several reasons. Depending on the types 
of employees interviewed, the collected data and outcome might be bias. Moreover, since 
only three projects in the management department implemented agile methodologies, the 
sample size was limited which consequently might have affected the conclusions. Also, some 
data was restricted due to the confidentiality of the organization which will eventually affect 
empirical findings. Additionally, since the research was conducted in Sweden, language 
barriers can be faced as well. Two of the interviews were conducted in Swedish due to the 
respondents’ preference; hence the translation of the data may have caused some bias 
depending on the word choice of the translator. The rest of the interviews were conducted in 
English, a second language to the respondents, hence the word choice might have created 
some bias in the data as well. To conclude, since the study was conducted at a consultancy 
firm and in Sweden, the results might be only applicable to this firm and Sweden and not to 
other companies such as construction firms located in different countries with unlike 
operating systems. In other words, the findings of this research might be incapable to be 
generalized. 

7.3. Future Research  
The conducted research enabled an overview regarding how knowledge sharing can be 
influenced through APM within a consultancy firm. However, several interesting factors and 
aspects could not be studied due to some limitations such as the time frame and available 
projects. Nonetheless, these limitations have created implications for future research. For 
instance, the first recommendation is to investigate how a hybrid of agile and traditional 
methods affects knowledge sharing within a consultancy firm. Also, which methods of each 
management approach should be combined to enable both tacit and explicit knowledge 
sharing. In addition to this, due to the lack of sufficient documentation, future studies could 
investigate whether agile methods should be implemented throughout a project or within 
specific phases that do not require extensive documentation. Finally, from the conducted 
interviews, it became evident that the formality level of meetings depends on the meeting’s 
team size, location and type. Hence, future research could examine how the formality of 
meetings enables or hinders tacit knowledge sharing within a consultancy firm.  
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Appendix A: Consent Form 
 
 

The influence of Agile Project Management on  
Knowledge Sharing in a Team  

- A study conducted at an engineering consultancy firm  
 

Consent to take part in research 
 
 

I voluntarily agree to participate in this research study.  
 
I understand that even if I agree to participate now, I can withdraw at any time or refuse to answer 
any question without any consequences of any kind.  
 
I understand that I can withdraw permission to use data from my interview within two weeks after 
the interview, in which case the material will be deleted.  
 
I have had the purpose and nature of the study explained to me in writing and I have had the 
opportunity to ask questions about the study.  
 
I understand that participation involves will contribute to the purpose of the master thesis, which 
aim is to identify how agile methods influence knowledge sharing in a consultancy firm.  
 
I understand that I will not benefit directly from participating in this research.  
 
I agree to my interview being audio-recorded and will only be stored as long as necessary.  
 
I understand that all information I provide for this study will be treated confidentially.  
 
I understand that in any report on the results of this research my identity will remain anonymous.  
 
This will be done by changing my name and disguising any details of my interview which may 
reveal my identity or the identity of people I speak about. 
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Appendix B: Interview Question for Consultants 
Purpose with the interview and what the information will be used for + define agile 
project management  
 
General questions about the interviewee 
 
What roles did you take in the past and what are your current roles as a consultant? 
 
How long have you had experience with agile project management? 
 
Focus on the project 
Could you please describe the project you are working in currently? 
      
How come the new way of working was implemented? 
 
How was your experience in adaptation to a new management method? 
 
How many team-members are there and is there a variety of expertise?  
 
How is the team lead? 
 
Compared to your previous projects, how has the cooperation and trust changed in the current 
team? 
 
Are all team-members collocated, if not how do they participate? 
 
Do you consider all team-members active and committed throughout the project, and how? 
 
What type of meetings do you have and how frequent are they? 
 
Could you describe how the environment is during these meetings, is it formal or informal? 
 
Focus on the research area - knowledge sharing 
Do you consider that this environment enables knowledge sharing among participants? why/ 
why not? 
How is the information during the meetings stored? 
      
Can you easily access stored knowledge and how? 
 
How do you learn from others? 
 
Based on your experiences, can you give an example of projects where knowledge sharing 
was good and less good?  
 
How have your possibilities to learn and share knowledge changed when using agile methods 
compared to your previous way of project management? 
 
Do you think that knowledge sharing is important, both for the project’s success and for the 
organization to be competitive?  
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Appendix C: Interview Questions for External Experts  
Purpose of the interview and what the information will be used for 
 
Initial questions 
What job experiences have you had in the past and what are you currently working with? 
      
How long have you had experience with agile practices and knowledge management?  
 
Agile Project Management and Knowledge Sharing 
What is your definition of agile project management? 
 
What are the benefits of agile project management compared to other methods?  
 
How do you perceive the relation between knowledge management and agile methods? 
 
Do you consider knowledge sharing essential in an organization, and why (not)?  
 
What are the main barriers when it comes to knowledge sharing in general? 
 
What is your definition of tacit knowledge? 
 
What is your definition of explicit knowledge? 
 
Focus on the research area - knowledge sharing 
How is knowledge sharing influenced by agile methods compared to other methods? 
 
How do you perceive the emphasis on tacit and explicit knowledge in agile methods? Is one 
more emphasized on than the other? 
 
Based on your experiences, how can APM impact tacit knowledge sharing? 
 
How can APM influence the articulation of tacit knowledge to explicit knowledge? 
 
How can explicit knowledge be stored and shared within an agile project? 
 
Can you give examples from your experiences where agile project management has proven to 
be effective or less effective regarding knowledge sharing? 
 
Do you consider that knowledge sharing through agile methods contributes to a project’s 
outcome and an organization’s competitiveness?  
      
	
	
	
	
	
	
	
	
	
	
	
 


