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Introduction

Human effort shared between individual software

developers within teams and between groups of developers

e Teams - groups of people who working together
o co-located

Project team - All the people working on a project

Individual and group tasks

Communication genres refers to methods of
communication
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Steps Influenced by Collaborative
Working

Josesvipos ole facbejo erden

. Select project

1. Identify project
scope and objectives

integandor eo toclos lo?

pesos ole ol

2. ldentify project
infrastructure

A 4

3. Analyse project
characteristics

Review

v

4. Identify the products
and activities

Lower-level
detail

10. Lower-level
planning

A

v

5. Estimate effort
for each activity

For each
activity

6. Identify activity
risks

7. Allocate resources

9. Execute plan

8. Review/publicize plan
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Becoming a Team

Five basic stages of development:
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Classification associated with Tuckman and Jensen
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Balanced Teams

[A quien metemos en A eguipo...? Seaefic ente endo eleceion.

o Meredith Belbin studied the performance of top executives
carrying out group work at the Hendon Management Centre

(05¢ & Je Genfe mejon ole cuofe. e5uip0 4. no meacleolo con mecliocacs,
conafen bien

2 Wp fun :
e Tried putting the Best people together in teams

cedapefilse funcion,

— Almost invariably did badly

o |dentified the need for a balance of skills and management
roles in a successful team
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Management Team Roles

S equilk . ]
Pea|iles que encontac.rmor Ninguno es Mmejon gve Jos
en nuestao equipo, demas.

The COOI‘dinator Seencanges ot Lideen.

moduca en acvniones... efc.

— Good at chairing meetings

The ‘plant’ £ geetestere

gue se puedle hecea,

— An idea generator

fso no...

The monitor-evaluator,” &2, . . uvewic.

Se encenge

— Good at evaluating ideas

£l ui&f‘@l\ .or
The shapery; ive... pusessinte.

— Helps direct team'’s efforts

The team worker
— Skilled at creating a good working environment

https://www.belbin.com/about/belbin-team-roles
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Management Team Roles (ii)

£l gue conoce, tenge

e The resource investigatoraceee..

— Adept at finding resources, including information

e The completer-finisher %55,

— Concerned with getting tasks completed

e The implementer impiemente dpaoyecto.
— A good team player who is willing to undertake less
attractive tasks if they are needed for team success

e The specialist 1 /«ki.
— The 'techie’ who likes to acquire knowledge for its own
sake
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Group Performance

Toddo 4o quehey que hecen se hece mejon en savpo .7
Alquaas tiatusfendes soloq otras arompenado,

Some tasks are better carried out collectively while other tasks
are better delegated to individuals

one Todos dos incividuos o
o Addltlve taSkS 2 peadicipen en of dlesamalle Jo6jetivo,

— The effort of each participant is summed

(ompensecon...

inidh... A0S cuonct ofe uno
e Compensatory tasks B o e s Al tas..

— The judgements of individual group members are summed
— Errors of some compensated for by judgements of others
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Group Performance (ii)

e Disjunctive tasks

— There is only one correct answer
— Someone must

o Come up with right answer

o Persuade the other that they are right

. . letonte fiackize cvando cecle €levito olefonineele
L Con]unCtlve vno de 105 miembaos cenbe svpate. por of mcs Lemfo.

— The task is only finished when all components have been
completed
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- ° gemence 5\.30\ no
'Social Loafing’ muteiiiex sisionee

Peasone tn ol gavpo que no heee nade.  —fo ole los nombaet en frebejor (como seacbnen)
- iqued sOn finsclos.

e Tendency for someo‘a?ﬁa}bm Qarticipants to ‘coast’ [pasar
- NnoMmO ¢S |

desapercibidos] and let others do the work

e Also tendency not to assist other team members who have
problems

e Suggested counter-measures:
o Make individual contributions identifiable

o Consciously involve group members (‘loafer’ could in
fact just be shy!)

o Reward ‘team players'’
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Barriers to Good Team Decisions

los ob.dwo: es mejon eeq ialos en estipo pon gue s sienten
mes implice.olos en ol paoqecto,

e Time-consuming

e |Inter-personal conflicts — see earlier section on team

dus decisiones esfen men cadlos por

formathn M,‘“h’ "‘“‘P“s°“‘“ aflictos guau;lbdofwl"
lc.Jnmo- es mule p§ [ dlices bo.. f:n{n‘: e gavpo.

e Conflicts tend to be a dampened by emergence of group
norms — shared group opinions and attitudes

e Risky shift — people in groups are more likely to make risky
decisions than they would as individuals

les olecisionet que se spoaten
tn §AvpO Son mvechomes omi esseclo,
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Delphi Approach

Como cbondlen Lo done
cle oleiisiones en equipO...

To avoid dominant personalities intruding the following approach
|S adopted (L moclecclon mende le paopoeste

Aenn
exputos en Lleme. expafos no sve
buscemos €0 ven qu dicen s, h,,i‘;:» 0:&1 Mos pene O

1. Enlist cooperation of experts i.jiuncesse.
Yy esfehb Lecen vn consenso,
2. Moderator presents experts with problem
3. Experts send in their recommendations to the moderator
4. Recommendations are collated and circulated to all experts

5. Experts comment on ideas of others and modify their own
recommendation if so moved

6. If moderator detects a consensus, stop; else back to 4
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Team 'Heedfulness'

L consciencie ool equipo... olemdls. (much line.cich)
P " & l $ emaS., [MUCRAL €00a LYY ] . . .
olonele exteh cocle.v o(om:m eqvioo ot [ol6ol... Condutea Lo conscienca ce equipo.

e Where group members are aware of the activities of other
members that contribute to overall group success

e |Impression of a ‘collective mind’

e Some attempts to promote this:
o Egoless programming

o Chief programmer teams
o XP

o Scrum

spRpfyvare Project Management - 12.03 Decision Making
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Egoless Programming sz,
Proyanmec cion Sin €q0... noessolo oled evton,

pole i i iem... Nocomijes X cose mae ... ) X
flooolico se pitns & §Ve 3 paopiedleol ol }:;:“::‘“ “:‘ e oliso s wme. cote colective s: mo ole fodlo.

o Gerry Weinberg noted a tendency for programmers to be
protective of their code and to resist perceived criticisms by
others of the code

e Encouraged programmers to read each others code

e Argued that software should become communal, not
personal — hence ‘egoless programming’
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Chief Programmer Teams

paﬂ'. eco ﬂilfwm qaen odes » moudkEs p«toa 14

e PaopOne ESViposf PEguenos... COn Un Uolen
:3:: gt '“:“ reolos, coomolinc.olos. €1 J"‘”.uo th eqei o Aidlarcolo poa A ClLi cl Progacmmea.

o Fred Brooks was concerned about the need to maintain
‘design consistency’ in large software systems

e Appointment of key programmers, Chief Programmers,
with responsibilities for defining requirements, designing,
writing and test software code

o Assisted by a support team: co-pilot — shared coding, editor

who made typed in new or changed code, program clerk
who wrote and maintained documentation and tester

e Problem - finding staff capable of the chief programmer role

spRpfyvare Project Management - 12.03 Decision Making
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Toslos seluvsioneh 50 ...

 Extreme Programming,

indende aesodves los paosatmes se hecregel

wnicecion efc... ole Lo meatae: . . . A es... . ok 2...
:l’:;umahaolo, atchirenclo eshnden ... infegacceion toufmtr:;-uwzof;‘;‘:“:o 1o weoho... (omo o Clad p o

XP can be seen as an attempt to improve team heedfulness and
reduce the length of communication paths (the time between
something being recorded and it being used)

o Software code enhanced to be self-documenting
o Software regularly refactored to clarify its structure

o Test cases/expected results created before coding — acts as
a supplementary specification

e Pair programming — a development of the co-pilot concept
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Spiﬁy_tltyare Project Management - 12.03 Decision Making 17 de 39



u"“ vea ﬁ"' se Lctf

w Spains sefe mac
Scru mbs." lemos .,.f 0..
Todlos son con:ueukr losw esfen
he.cienolo Los olem 6.

e Named as an analogy to a rugby scrum — all pushing
together

e Originally designed for new product development where
‘time-to-market’ is important

e 'Sprints’ increments of typically one to four weeks

e Daily ‘scrums’ — daily stand-up meetings of about 15
minutes
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Sp%)_fltyare Project Management - 12.03 Decision Making 18 de 39



Scrum (ii)

o Unlike XP, requirements are frozen during a sprint

e At the beginning of the sprint there is a sprint planning
meeting where requirements are prioritized

o At end of sprint, a review meeting where work is reviewed
and requirements may be changed or added to
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Coordination of Dependencies

Ards hemos hebleclo oleatio e e5eipo ...

fertaf POS .. .
, ehoac entac “‘I;;:‘{:::":';‘:“,“ ﬁﬂ“ JN('P"‘ denaes enfae equipos...

e The previous discussion on team heedfulness focused
(mainly) in communication inside the team

e \What sort of communications are needed between teams
and other units

e Coordination theory has identified the following types of
coordination dependencies

Compiaton accuasos... quiaas peasoned...

o Shared resources. e.g. where several projects need
the services of scarce technical experts for certain
parts of the project | _,...utso..

ﬁ ofrodoconsume...

o Producer-customer (‘right time') relationships. A
project activity may depend on a product being

delivered first
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Coordination of Dependencies (ii)

Cesi tqud gue P-C.
Sobf emte tiomen vo oadlen
to»tado...

e Types of coordination (cont.)

Tonte.- fobfc.an. eee /

o Task-subtask dependencies. In order to complete a
task a sequence of subtasks have to be carried out

Tente-

o Accessibility ('right place') dependencies. This type
of dependency is of more relevance to activities that
require movement over a large geographical area, but
arranging the delivery and installation of IT equipment
might be identified as such
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Coordination of Dependencies (iii)

Unevea gue ecbe hecho...

ifos .
:: ‘C::::;""" ? dlepenelances... cumpde conlo que erpee. ... 2

o Types of coordination (cont.)

o/ Usability (‘right thing') dependencies. Broader
concern than the design of user interfaces: relates to
the general question of fitness for purpose, e.g. the
satisfaction of business requirements

/um&om\ e Gptane tumple con los aeguisitos?,

o Fit requirements. This is ensuring that different system
components work together effectively
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Why ‘Virtual Projects’?

Toolos Los miembaos necesi femos que
Tasbejen juntos ... en A mismositio...

e The physical needs of software developers (according to an

IBM report) medides de fo pvesto
fa& «]0...
o 100 §hqu‘éfe feet of floor space (9,3 mz)

o 30 square feet of work surface (2,8 mz)
o Dividers at least 6 feet high to muffle noise (1,8 ™)

e Demarco and Lister found clear statistical links between
noise and coding error rates

e One answer: send the developers home!
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Possible Advantages

(on*ndu dondle see. mes beacto...

e Can use staff from developing countries — lower costs
e Can use short term contracts:

o Reduction in overheads related to use of premises

o Reduction in staff costs, training, holidays, pensions
etc.

o Can use specialist staff for specific jobs
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Further Advantages

e Productivity of home workers can be higher —fewer
distractions

e Can take advantage of time zone differences e.g. overnight
system testing
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Some Challenges

muy bicn espec{iceelo...
e Work requirements have to be carefully specified

bien dlocvntntieddo..
e Procedures need to be formally documented
e Coordination can be difficult

e Payment methods need to be modified
— piece-rates or fixed price, rather then day-rates
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More Challenges

e Possible lack of trust when there is no face-to-face contact

e Assessment of quality of delivered products needs to be
rigorous

e Different time zones can cause communication and co-
ordination problems
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Time/Place Constraints on

Communication

Same Place

Same . : .
, Meetings, interviews
Time

Different Notice boards,
Time Pigeon-holes

SP%ﬁ)_fltyare Project Management - 12.07 Communication Genres

Different Place

Telephone, Instant
messaging

Email, Voicemail,
Documents
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Other Factors Influencing
Communication Genres

e Size and complexity of information
— Favours documents

e Familiarity of context e.g. terminology
— Where low, two-way communication favoured

e Personally sensitive
— It has to be face-to-face communication here
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Best Method of Communication
Depends on Stage of Project

depnoliendlo e de elepe odd pao ecto Le

s L ooh Stat ofae... .
IOMM" e come s cei” st ot © T G No rs lomisme b

o Eal’ly Stages tgmommnin"t

coneces.

o Need to build trust

o Establishing context

o Making important ‘global’ decisions
o Favours same time/same place

e |[ntermediate stages
o Often involves the parallel detailed design of
components

o Need for clarification of interfaces etc

o Favours same time/different place
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Best Method of Communication
Depends on Stage of Project (ii)

(uundo qeestes i plentadinelo.... purt rendler on comeo..

e Implementation stages
o Designis relatively clear

o Domain and context familiar

o Small amounts of operational data need to be
exchanged
o Favours different time/different place communications
e.g. e-mail
e Face to face coordination meetings — the ‘heartbeat’ of the

project
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Communications Plans

Estbleccavm ples e

Comumi te Gon ... Printro ver Lot intesesaclo ... phe

e As we have seen choosing the right communication

~ fiee com Y conummitas fe meache od paoqecto.

methods is crucial in a project
e Therefore, a good idea to create a communication plan

e Stages of creating a communication plan
o |dentify all the major stakeholders for the project — see
chapter 1

o Create a plan for the project — see chapter 3

o |dentify stakeholder and communication needs for each
stage of the project

o Document in a communication plan
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Content of a Communication Plan

ﬁviu\ es o olestineloaio )
Jpaopos'nio... ole Je comumice Gomn,
/At(Fnie deve inf0ame poa ¢jemplo.

or each communication event and channel, identify:

o What. This contains the name of a particular communication

event, e.g, 'kick-off meeting’, or channel, e.g. ‘project
intranet site’

e Who/target. The target audience for the communication

o Purpose. What the communication is to achieve

| ) . 33
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Content of a Communication Plan (ii)

For each communication event and channel, identify (cont.):
a.lg cvento...
o When/frequency. If the communication is by means of a

single event, then a date can be supplied. If the event is a
recurring one, such as a progress meeting then the
frequency should be indicated

Comeo...

o Type/method. The nature of the communication, e.g., a

meeting or a distributed document
Respontebibicled...

o Responsibility. The person who initiates the communication
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Leadership: Types of Authority

Position power

o Coercive power — able to threaten punishment

e Connection power — have access to those who do have
power

e Legitimate power — based on a person's title conferring a
special status

e Reward power — able to reward those who comply
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Leadership: Types of Power

Personal power
o Expert power: holder can carry out specialist tasks that are
in demand
e |Information power: holder has access to needed information

o Referent power: based on personal attractiveness or
charisma
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Leadership Styles

Decision making vs Implementation

Autocrat

makes decisions
, , alone, close
Directive o
supervision of

implementation

makes decisions
Permisive alone, gives latitude
in implementation

Sp%)jtyare Project Management - 12.09 Leadership

Democrat

makes decisions
participatively, close
supervision of
implementation

makes decisions
participatively, gives
latitude in
implementation
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Leadership Styles

pa-.(c deeniee Lolees quese
pm‘(c Ae 054800 | cendnenen...

Task orientation — focus on the work in hand
People orientation — focus on relationships

Where there is uncertainty about the way job is to be done
or staff are inexperienced they welcome task oriented
supervision

Uncertainty is reduced — people orientation more important

Risk that with reduction of uncertainty, managers have time
on their hands and become more task oriented (interfering)

Sp%)jtyare Project Management - 12.09 Leadership
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Conclusion

e Consideration should be given, when forming a new project
team, to getting the right mix of people and to planning
activities which promote team building

e Group working is more effective with some types of activity
than others

e The people who need to communicate most with each other
should be grouped together organizationally

o Different styles of leadership are needed in different
situations

e Care should be taken to identify the most effective way of
communication with project participants at key points in the

project
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