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Managing People in Software
Environments

Chapter Eleven
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Main Topics

e What is organizational behaviour?
o Staff selection and induction

Models of motivation — focus on the individual

The dark side of motivation - stress

The broader issues of health and safety

e Some ethical and professional concerns
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Managing people in Step Wise

0. Select project

1. Identify project
scope and objectives

v

2.

Identify project
infrastructure

3. Analyse project
characteristics

A

v

Review

Lower-level
detail

4. ldentify the products
and activities

......

5. Estimate effort
for each activity

For each

activity

6. Identify activity
risks

10. Lower-level
planning

7. Allocate resources

A

9. Execute plan

A

8. Review/publicize plan
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Compontemicnto onqasnrcconed ...
Como s€ componte Lo qente en Les empacsas ete... 06 jefo ok esfuclio...

Before Organizational Behaviour

e Frederick Taylor (1856-1915) ‘the father of scientific

Sele consiolee ef “peoluc” ole te
MANAGEMENT'  cortivs viontifire ole Lo porsoms.

Establecio vene mefoaloloq (e
1 FOCUS busade en 3 pasos. . B
Seleccionsa o mejoa pusonc pane hicen cadevno

o To select the best people for the jol %™

fncontans L mejoa foame. cleheeen esefrabejo ¢ insfaviale.

o To instruct them in the best methods _pPusore paodwetividadl.

ensencmos al pusoned & hacen fosfasces de ese moclo Y
. das ?gcompn.umos poa unideel., (e vey gutheges gfh . tepagemo

s
o To give financial incentives in the form of piece work
chb'u-—. lum,'n foawe
e hneen vna cose ...

e One problem: group NOrMS = v, . ovenion...

Puedin wcondan entae
facbejadoats que no se paodie
mes de X pgsino Les meaence te
pena.

0 $isehes mas fuadde o L boas sirmpat... o oic gu sdgese Lo
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exponmanto...

e como los facbajeoloars §ueaton—

nenclia mas ensutacbejo.. hiduon olos §Gavpos... .
Port hacee to:-\pue.ﬁ ves...

Hawthorne Effect -swmaesse o

eqavpo No oe combio gilles le rminasie che..
twmbos mejoachban... Avnguevao ue Pleceto... guiseses pg Jes esteben

e 1920's - series of experiments at the Hawthorne Plant of ***"**

O*Aoi eafudios... invne pluuf&.o& fa..‘q,‘om gqueaien v

Western Electric, Chicago

e Found that simply showing an interest in a group increased
ProductiVity dos fosmes e vea a Los facbejedones:

2 Todos son unos pmasifos 4sino estun enime ole ellos no hacen nada...

e Theory X: there is a need for coercion, direction, and control
of people at work

e Theory Y: work is as natural as rest or play

O €L hecho de fanbejon es nufvacd.

fn que ewdoano (L fio aesponsuble...

nos ento'\h“"”? . . ele... fonces qu ves
> fndonces vea si st o lt’:( “:‘p..h.mi onto.
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Tenemos §ue {oam s un eguipo...
paoceso sedeccion de peasonad.

Selecting the Best People . . . ..t

L ¢ ' ‘l ~m nles espnfdc ﬁ‘) l tienemenos .
dllmac. enface deqc bhe (ﬁn\ e que ¢v p i co . S tub
. . in F n 6 m C# por efemplo, t..fo.m' noes dvitla h-
m c.guu.f( g« JISPNS ole tvemp Lin oelo €50, N0 $ub€ PAOGA MO ‘:' # oole

o Belbin distinguishes between eligible (having the right

(velquine gue '-'“‘“ol&ﬁ” oA scllo cle eLegible.

qualifications) and suitable“¢andidates (can do the job)

e The danger is employ someone who is eligible but not
suitable Aopchigaoso...
e The best situation is to employ someone who is suitable but

not eligible!
o For example, these are likely to be cheaper and to stay

in the job

| ) | . 7
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Do Good Software Developers Have
Innate Characteristics?

Bustan buen peafid.

e 1968 study - difference of 1:25 in time taken by different
programmers to code program

o Other research found experience better than maths skills as

. . Alguien 4 faulo L arade
a guide to software skills mewe catone

fncontacu o mejon peafid.

e Some research suggested software developers less
Somos qente nsociod.

sociable than other workers divensos
ﬂ ul\on'- “

o Later surveys have found no significant social differences
between IT workers and others — this could be result of
broader role of IT in organizations
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Proceso o scleecion:

A Selection Process

lo psimtso 8 especifican los '
Taarasdid tanbujo. JPasc gueguitno este pusona? / que funcion
———S—

1. Create a job specification
o Content includes types of task to be carried out

Necesifumos « va docfor, e oo

2. Create a job holder profile umacdo... o guien pun desempenad e
funcon clescaife. amiben...

o Describes the characteristics of the person who could
do the job
Poa donde Le busco...

3. Obtain applicants 7 tikedin.
o |dentify the media that potential job holders are likely to
consult. Elicit CVs
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A Selection Process (ii)

o hoaw {tndhes que anc Lo fodos dos (V gue fe hayen degedlo... l lepechcladd
ole /l'lfac\dﬂ.

4. Select potential candidates from CVS | qu1o weoger 1 gente e te

infentse.

o Do not waste everybody'’s time interviewing people
whose CV clearly indicates are unsuitable

fn{uuisﬁ- v ho me(0a SON hecealo endae

5. Further selection, including iINTtErVIEW  es pesoncs... sifienes punfosa
tOnlaonfM.

o Selection processes could include aptitude tests,
examination of work portfolios. Make sure selection
processes map to the job holder profile

6. Other procedures Y T putcdio hicten uncli 338

m.d"fos lf(.

o E.g. taking up references, medicals etc
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Instruction in the Best Methods

vt b un paoces de inhocuccion
e Los fanbejeclones ol paogecto, g esfe codetedlo... whoaa que...

e The induction of new staff should be carefully planned
— Worst case where new recruit is simply ignored and not
given any tasks ham o bl im sequiniente

L0,

e Good induction leads to new recruit becoming productive
more quickly

e Need to review staff progress frequently and provide
feedback

e Need to identify training that could enhance staff
effectiveness
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Motivation igupmat  luisas

impaese nolib Le.

mo(W““”‘ e svpaon ‘;Mafl-dcnﬂ'

O manas

e Motivation and application can often make up for shortfalls
in innate skills

e Taylor's approach - financial incentives

e Abraham Maslow (1908-1970)
o Motivations vary from individual to individual

o Hierarchy of needs — as lower ones fulfilled, higher
ones emerge

o Lowest level — food, shelter

o Highest level — self-actualization

| _ - 12
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Herzberg unwe et

lo sedisfacion en dfubt-io...

Herzberg suggested 2t\,/'\‘/‘gn;.ets of factors affected job satisfaction
1. Hygiene or maintenance factors - make you dissatisfied if
they are not right
o e.g. pay, working conditions
2. Motivators - make you feel the job is worthwhile
o e.g. asense of achievement
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Vroom ot e

il 08 mofivenon
§i wlqunoole estos dtnonfos cee w0,

Vroom and colleagues identified three influences on motivation

lemofivacon es 0.

1. Expectancy
— The belief that working harder leads to better performance

2. Instrumentality logvekeemot sisuepens edso?

sevitvsm(

— The belief that better performance will be rewarded

3. Perceived value of the reward
Avelon aecibido ot e

AOMPInSE.

: ienl
Todo do que b kecho dovee vsen | apueved elquient
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Oldham-Hackman Job Characteristics

Taubejos mas significativos.
Cvedes Lo que puedle hecen guevn facbejo seames signi [iendivo queotao...mas impoatante,

|dentified the following characteristics of a job which make it

more meaningful
vinaedad ole das hebilidads...

o Skill variety
iduntidad ton do que hego

e Task identity

sigmficnda, (guesisnafigue wlgo po’-u- d
e Task significance “**"

Two other factors contributed to satisfaction

e AUtONOMY Se avtonomo

o Feedback e ks kecho tien..
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Methods to Improve Job Satisfaction

® Set SpeC|f|C goaIS diene quetenen edorno Jo que ‘fuqc. que hecea.

e Provide feedback on the progress towards meeting those
gOaIS Un que fed Lo heces...

ciseno quires

e Consider job redesign :

heaxlo mas 14¢.n0(l .-

o Job enlargement g, usetido demés fensiones

. hacicnolofo mis asee.
o Job enrichment & s padded depropemes

Tomen decsiones etc...
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Stress .. <«

esfe bien.

e Edward Yourdon quotes a project manager: ‘Once a project
gets rolling, you should be expecting members to be
putting in at least 60 hours a week.... The project manager
must expect to put in as many hours as possible’

e 1960 study in US: people under 45 who worked more than
48 hours a week twice the risk of death from coronary heart

disease

e XP practice — maximum 40 hour working week

17
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Stress Can Be Reduced by Good
Project Management

qut podemos hecen coneo defer o
proqeclo paac acoliecia oA estaess.

Good project management should lead to:

SP%ﬂt%Nare Project Management - 11.08 Stress

Reasonable estimates of effort
Good project control leading fewer unexpected crises

Making clear what is expected of each team member -
reduces role ambiguity

Reduced role conflict where a person is torn between
conflicting responsibilities

Bullying tactics are a symptom of incompetent project
management

18
18 de 42



Health and Safety

o Apart from stress, health and safety less likely to be an issue
compared to other engineering projects

e .. but sometimes IT infrastructure may be set up as other
building work is going on
o UK law lays down that organizations employing over 5 staff

should have a written safety policy

e Management of safety should be embedded in project
management

| _ 19
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Health and Safety (ii)

e Top management must be committed to health and safety
(H&S) policy

e Delegation of responsibilities relating to H&S should be
clear

e Job descriptions should include H&S related responsibilities

e Need to ensure those given H&S responsibilities should
understand and accept them

| _ 20
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Health and Safety (iii)

e There should be a designated safety officer

o Staff, particularly knowledgeable technical specialists,
should consulted about safety

e There should be an adequate H&S budget

| ) 21
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Ethical and Professional Concerns

e Ethics relates to the moral obligation to respect the rights
and interests of others — goes beyond strictly legal
responsibilities

e Three groups of responsibilities

o Responsibilities that everyone has
o Responsibilities that people in organizations have
o Responsibilities relating to your profession or calling

e Facebook Employees Stage Virtual Walkout to Protest

Trump Posts

| ) | - 22
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Organizational Ethics

e There are some who argue that organizational ethics are
limited
o Stockholder theory (e.g. Milton Friedman)
o An employee's duty is to the owners of the business
(which often means the stakeholders) above all others
— although legal requirements must be met

o Competitive relationships between businesses
o Competition may cause you to do things that could
have a negative impact on the owners or employees of
competitive businesses

| ) . . 23
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Professional Ethics

e Professionals have knowledge about the technical domain
that the general public does not

e Ethical duty of the expert to warn lay people of the risks
involved in a particular course of action

e Many professions, or would be professions, have codes of
conduct for their members e.g.
o http://www.bcs.org/upload/pdf/cop.pdf

o http://www.ieee.org/web/aboutus/ethics
o http://www.acm.org/about/se_code
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Conclusion

e People may be motivated by money, but they are motivated
by other things as well

e Both staff selection and the identification of training need
should be done in an orderly, structured, way where
requirements are clearly defined first

e Thoughtful job design can increase staff motivation

e Undue pressure on staff can have short-term gains, but is
harmful to both productivity and personal health in the
longer term

e Project objectives should include, where appropriate, those
relating health and safety
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Annex: Software Teams Organization

Based on Pablo Santos Conference

Spiﬂt,lware Project Management - 011.12 Software Teams Organization

26
26 de 42



Professional Career

o TWO paths  (tomoinstnine
7 dusemollo cos&S -

o Individual Contributors, IC
= [echnical focused

No hego cos e feenices

o Managers ” et e i
= Managerial focused

e Same career development options

e Jumps are possible

27
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The Dual Ladder

IC Manager

Vicepresident (VP)
Distinguished Engineer
Principal Engineer Director
Staff Engineer Senior Manager

Manager / Technical Lead
Senior Engineer

Engineer

| ) - 28
Sp%)flt%/vare Project Management - 011.12 Software Teams Organization 28 de 42



Engineering Coordination

e Senior Manager (Engineering)

o Team Lead 1
= |Cs

o Team Lead 2
= |Cs

e No more than 7 or 8 direct reports
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Other Roles

e Technical Program Manager
o Project Manager

Product Managers
e Designers

e QA

e Support

Sp%)fﬁvvare Project Management - 011.12 Software Teams Organization
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Key Roles

e Engineers (software developers)

Product Managers (PMs)

e Designers

Technical Project Managers (TPM)
Product Marketing Managers (PMM)

Sp%)%vvare Project Management - 011.12 Software Teams Organization
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Product Manager (PM)

e The person who identifies the customer need and the larger
business objectives that a product or feature will fulfill
o Articulates what success looks like for a product

o Rallies a team to turn that vision into a reality

Sp%)%vvare Project Management - 011.12 Software Teams Organization
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Technical Project Manager (TPM)

e In small companies it is usually the Technical Leader

e Inlarge companies the is a figure to coordinate different
teams rather than the traditional vision of project
management that we usually have

o More a facilitator/coach than a boss who orders

| ) - 33
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Product Designers

e They are in charge of designing the product, but beyond the
visual
o Seeking to define how it should behave, in a usable
(UX) and understandable way

o Defining the overall experience: from the moment you
register or download it, to the way you use it

Sp%)flt%/vare Project Management - 011.12 Software Teams Organization
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Product Marketing Manager (PMM)

Only the PMM focuses on:

e The positioning of a product

e And the specific messaging created for delivering a USP
(Unigque Selling Proposition)

e By defining the product in the market and separating itself
from the competition

e As it drives both prospect and customer engagement

Sp%)flt%/vare Project Management - 011.12 Software Teams Organization

35
35 de 42



Product Marketing Manager (ii)

Also, the PMM:

o Works with PM and developers
e Plans and executes product releases and launches

e Converts tech product info into marketing and sales
messages

| ) - 36
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Other Marketing Roles

o Content marketers
o Create blogs, videos, social media to attract interest,
generate leads, increase brand awareness and engage
with online audience

e Digital/online marketers, growth hackers and demand
generation teams
o Grow the business and reach audience using SEO,
email marketing, ad campaigns, hosting webinars

e Business intelligence
o Collects, stores and analyzes data to help strategic and
operational changes
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Other Marketing Roles (ii)

e Event coordinators/planners
o Organize trade shows, conferences, events in general

o Copywriters
o Write contents in various forms: blogs, paid ads,
ebooks

e Graphics designers
o Put together all the materials and create designs

e Field marketers
o Run marketing ops in their local markets and
languages, including building customer success stories
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Top Management

 CEO
e CTO
e CIO
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Chief Executive Officer (CEO)

e Highest authority of management and administrative
direction

Typically reports to the board of directors and is charged

with maximizing the value of the business
o |n the non-profit and government sector, aims at

achieving outcomes related to the organization's

mission

Director ejecutivo, director general, director gerente, jefe
ejecutivo, principal oficial ejecutivo, primer ejecutivo,
ejecutivo delegado o consejero delegado

| ] izt 40
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Chief Technical Officer (CTO)

o Executive-level position in a company whose occupation is
focused on the scientific and technological issues within an
organization

o An evolution of the Research and Development
manager (R&D)

e Also known as chief technology officer or chief technologist

Director de Tecnologia
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Chief Information Officer (CIO)

e The most senior executive in an enterprise who works with
information technology and computer systems, in order to
support enterprise goals

o Aligns information systems with company plans,
prepares and manages budgets and coordinates
technical teams

e Also known as chief digital information officer (CDIO) or
information technology (IT) director

Director de Sistemas de Informacion
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