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Abstract
Many software organisations todaglaim that they use
“teams” in their development of softwar&his is often
true in alimited scope, butather there is agroup of
people workingtogetherwithout explicit commorgoals
and without joint responsibility. The followingre the
usualsymptomsthat we find intoday’s industrythat is
resolved or reduced by introducing team-based
development:
Employees do not know thgoals of theproject
they are working in
Misseddeadlines,which usuallyare realised very
late
Low quality and slow learning, samemistakes
repeated within the same project
The skills of the employeeare not utilized
properly
This paper describes how the introduction of teams should
be done. Irorder to succeedwvith the implementation the
People Capability Maturity Mode(People CMM) is
appliedsince it outlines theorder of what has to be in
place in order to succeedvith theintroduction of teams.
Several organisationgust rush away and implement
teams without setting a strategy for the introductidhis
can imply that the organisation donot get thewanted
effect of the introductioandthat it will be verydifficult
to evaluate if the concept had the wanted effect or not.
The teanconcept has beentroduced atdifferent design
centers atEricsson. The resultare very positive, all
design center¢hat haveintroducedthe conceptstill hold
on to it since ithas shown improvements ifead time
precision, quality and specially responsibility and
commitment.

1.

Introduction

Many software organisationgoday claim that they use
“teams” in their development. But what they mean by the
term “teams” vary alot. Organisations do naanticipate
what needs to be implace toget full effect ofthe teams.
To try to explain the differences between diféerent kind

of “teams” | have inthis paper defined four kinds of
teams, representing different levels of team-matunésed

on People CMMpracticesand my own experience from
introducing teams at various organisations.
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Mob

At worst these'teams” are rather agroup of people
working together without explicit common goals and
without joint responsibility in ad hoc manners.
Information based teams

Teams that exist in an organisation where information
is coordinated and shared through the organisation.
Commitment to work is though low - people just do
what they are told.

Participatory teams

What characterizes participatory teams are that the team
members are jointly responsible. The team participates
in planning and decisions regarding their own work and
objectives.

Opportunity teams

Teams are the way of performing assignments. They
are not used everywhere through the organisation but
opportunities to form teams are analysed continuously.
When appropriate the composition of the team is based
on complementary knowledge and skill.

People CMM[1] is a maturity model that determine
the workforce capability. Themodel give guidance on
how to continuously improve the peopldatedpractices,
e.g. attract,develop, motivate, organiseand retain the
talent needed toimprove the software development
capability. A number of improvement themesurse
through the People CMMwhich help organisations,
understandhe structureand dependencies ahe different
part of the model. One of the four themes is building
themesand cultures which gives atructured path to
follow when creating a teanibasedorganisation.When
People CMM talks about teanfsalledteam building in
the model), it is the kind of teantlsat here isreferred to
as opportunity teams.

This paper describes how teacigngematurity while
the organisation applies practices from the People CMM.

The paper is structured dellows. In chapter 2 basic
concepts about teams such pstentials, hinderstypes,
and when to apply therare describedChapter 3 presents
different level of team maturityand how People CMM
guidesthe evolvement of teamand finally conclusions
are given in chapter 4.



2. Basics about teams
2.1 Team potentials - hinders

Applying teams right can improve:

Quality, by sharedresponsibility, higher commitment
and clear assignments.

Lead-time, by creating effective teams.

Competence, by more time for improviagd learning
from other team membeiand creating a culture that
enables constructive feedback.

Delivery Precision, bylearassignments, better time-
estimations and higher commitment.

Motivation, by higher job satisfaction, team spirit and
higher commitment.

There areseveral exampleR, 3, 5, 8, 9] ofdifferent
difficulties facing the teams:
Managemenhot committed to teams. thanagement
not is committed to teams they will not fulfiheir
part which will lead to frustrated situation.
Roles are unclear. Ttaifferentroles (e.g. teanteader,
team member, project leader) must be cledefjned in
order to achieve understandiagdthat responsibilities
are taken.
Resourcesot secured,people are switched between
projects in an ad hoc manner
Too large teams, will hinder joint responsibility,
cooperation and commitment.

. 3 When to use teams

Teamsare not the solution to an organisation all
problems. Teams should only fmmedwhen theymake
senseThere arespecifically two situations wherteams
NOT should be used:

Too small assignment, since it wilhke longertime
introducing more people to the assignment than letting
one individual handling the assignment.

Too little time, if time is really pressed it will take too
long time to introduce all members.

Then thereare aset of situations when it is not
recommendedfor organisationswithout experience in
working teams to start applying teams since thai
spend more effort solving the actual situation tdaaling
with team issues:

Very unstable environment, customer is changing the
requirements all the time.

Independent tasks, resulting in that nonormal
interaction between the team members is implied.
Low understandingthe customer expectation igery
vaguewill lead tothat the team members widipend
too much time defining what actually should be done.
Very complex tasks, will imply much more
competence transfend close interactiorbetween the
team members

For experiencedeams these situations do nhder
applying teams.

2.3 Effective teams

What makes some teams outstandikg@wledge and
experience ighe usual answer. Buhere are more than
just these obvious aspects. In high performing teams the
team members know how tmoperate sdhat synergy is
achieved.This synergyeffect means that a team can
deliver result that exceedsthe result that theteam
members would havdeliveredworking individually (In
popular speech 1+1=3). Theseetwo basic concepts that
a team needs to become high performing [3]:
an external process describimhat to do, that is a
processthat describeshow the daily work should be
done, activities to performdocuments towrite, etc.
The external process should include a team definition, a
process to follow with activities, roles and documents.
an internal procesgescribinghow the work must be
performed.Which is thegroundrules that theteam
should follow? How should decisions Ibeade? How
should meetings bperformed?Thesearesome of the
questions the internal process should answer.

2.4 Implementation process

When management gets committed to teams ey
rush into implementation before setting a strategy for the
implementation [9]. One way to soluwhis is to run a

vision seminar[6] where the two most important
questions must be answered:
 Goal setting. What is the main purpose of

introduction? To be able taonclude whether the
concept was successful aot it is important to set
SMART (Specific, Measurable,Accepted, Realistic,

and Time-based [7]goals so that theoncept can be
evaluated quantifiable measures.

What to introduce. What parts of the concept should be
introduced?All parts of theconceptmight not fit the
organisationand it is important to determine which
parts are most important to implement the set goals.

The answers to these questiontl set thescope and
the kind of team for the organisation. It is important that
the organisation ismade aware ofthat the possible
benefits(seesection 2.1)are related tahe kind ofteam
you have. Mobs do nogeneratethe same benefits as
participatory or opportunity teams do.

2.5 Teams in different environments

Teams can be established different environments.
This chapter describes differetinds of teamswithin
software development [5].

Development teams. Can be refined into aseghat
both easily can adopt the teamwork model:
PhaseOriented, wherall team memberkave the
same skills.



- Cross functional,where the team consists of
team members withdifferent skills, e.g. testers
anddesigners irnthe same team adesignerswith
different specialities.
Maintenanceteams. These teams doot have clear
assignments. Their workan bemore as support day
by dayandcan be seen asternity work. Thiskind of
team needs to specify specific goals for a spetiifie
periodand evaluate themselvaswardsthose goals at
the termination of the set time. Th&an be seen as
creating fakeassignments but is really important for
the teams to get ahance to reachhe goaland to
reflect over what has happened to the teams abilities.
Coordination teams. The team membars allocated
on a lower basis (e.g. 20%). The work in tRiad of
team is sometimes close to nothiagd sometimes
very hectic. The members in the group do usually not
have joint responsibility since theyhave other
activities where they spendthe greaterpart of their
time, e.g.participates in a developmetggam.Here it
is important with short assignments that must be
treated asnuch as possible as andinary assignment
otherwise it is easilydelayedsince it not the top
priority for the team members.

3. Different level of team maturity

People CMM is a maturitframework that describes

the key elements of managingnd developing the
workforce of anorganisation. ltdescribes amvolutionary
improvement path for an organisation’s peopédated
practices. People CMM help organisations to:

characterize the maturity of the people related practices
set priorities for improving thecompetence of the
workforce

integrate  competence growth
improvement

establish a culture of excellence

with  process

According to People CMM onecannot expectfull

benefit from teams without establishing othaactices
first that enable the full advantages of teams. Thepter
describeshow the maturity of teamschanges while
adopting People CMMpractices(i.e. moving frommobs
to opportunity teams)

3.1 Mobs

administrative

In mobs members think thegre groupedogether for
purposes only. Individuals  work

independentlysometimes in different directions since
goalsandobjectivesare either personal or unclea®ther
problemsare that conflict situationsare handledbadly.
Confrontation and conflict is handled the same and usuallyskills to perform business functions.
the “lid is put on” in stead of solving the situation.

3.2 Information based teams

The first step to get more mature teamscteate an
environment where information hared and coordinated.
Key activities that are managed in this kind of teams:

« Information is spread both top-down abdttom up on
a periodicand event driven basis. Openand honest
communication is practiced. Everybody makes#ort
to understand each other’s point of view.

 Interpersonalskills needed toperform and maintain
effective working conditionsare developedConflicts

are confronted promptly and viewed as normal aspect of

human interactionTreatedright conflictsare achance
for new ideas and creativity.
* Meetings are conducted to mattee mosteffective use
of the time of those participating
There arestill problems in informatiorbasedteams.
Members focus on themselvdsecausethey are not
sufficiently involved in the planning of their wotkading
to that they approach their job simply as hired hand.

3.3 Participatory teams

After that the sharingndcoordination of information
is under control it is time to address the major problem in
information basedteams, the lack otommitment. In
participatory teams the decisioage made orthe lowest
appropriate level ofthe organisationand the teams
participate in decisionsrelated to their work or
commitments.

In the organisatiomxecutive managemeititiates an
effort to have decisionsiade onappropriate level of the
organisation. Management maintains ongoing
involvement inorder to keepthe teams committed and
supports decisions made by the teams.

Teams identify the informationeeded tgperform their
responsibilities. The team members support and &adt
other since theare involved in makingdecisions and
commitments thaaffecttheir work. When there isjoint
responsibility in a team, membereel a sense of
ownership for theijob and aremuch more motivated to
meet the deadlines and to their work in general.

Participatory teamsare not spread across the
organisation (usually only in thdevelopment)and the
organisation do notprovide support such asstandard
processes.

3.4 Opportunity teams

The goal of the opportunity teams is toeateteams
that maximize the integration dafiverse knowledge and

The organisatiomprovides astandardeam process and
teams ardormed toimprove performance. Teamare not
used everywherebut opportunitiesfor forming teams



within organisationare identified. An appropriate team
structure isselected andailored for application in each
situation where a team will be formed.

The participants in the team contribute to tkam'’s [1]

success by applying theimiquetalentandknowledge to

realise the team objectivesssignmentsare made to (2]

integrate complementary knowledged skills. Team
membersarethus selected based ooomplementaryskill
and knowledge.

understandboth personaland team goals are best

accomplishedthrough mutual supportTeam members [5]

receivetraining in team skills toensurethe climate of
trust and cooperation.

(6]
[7]

(8]
without thosepractices in place there is a grestk for 9]

3.5 Maturity evolves by People CMM practices

In the People CMMhereare other practices to be in
place befordocusing on teams [1]. If tean@se formed

mobs beingcreated. The maturity of the teamswill

change by focusing on different People CMM areas:

¢ Communication, which focuses on effective
interaction by sharingand coordinating information.
When the communicatiorpracticesare undercontrol
teams will grow into information based teams.

e Participatory culture, which incorporates
individuals in decisiongelated totheir work, and to
gain their support forcommitments. Teamswill
evolve into participatory teams withparticipatory
culture practices in place.

e Team building, focusing on establishingeams
throughout the organisation with the ab®tatedareas
as a basis. Teams will become opportunity teams with
team building practices in place.

4. Conclusions

Unfortunatelymost organisations that state thhey
use “teams” have either mobs or information based teams.

I am NOT stating that opportunity teams should be
THE goal when an organisation is shiftitmyvards team-
baseddevelopment. If an organisation tries to gjcectly
to opportunity teams it willencounter other problems
such as, that joint responsibility Farder toachieve in
interdisciplinary teams since team members have less
understanding of eaclother compared to participatory
teams where team members have the same skillssiZée
of the teams also tend to datger(sometimes todarge)
when using opportunity teams. The reason for this is that
organisation gives the teams to much responsibility
resulting in a too high demand of resources.

The goal should be to hawpportunity teams but not
before the organisation successfully established
participatory teams since the gap is tame to overcome
in one step.

[3]
Team membergecognize their interdependence and [4]
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