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THVISTELMA

Fuusioimalla kaksi yritystd saadaan molemmista tkayt parhaat palat. Kuitenkin
paaseminen tavoitetilaan, jossa on todella vain yk$ys ja silla yhdet prosessit ja
tietojarjestelmat, vaatii paljon kovaa tyota; mkgen hallintaa ja vaikeita paatoksia.
Taman  tutkimuksen tavoitteena oli Ioytdd tapoja, illgo helpottaa
tuotetietohallintajarjestelmén  kehitysorganisa@@os meneilldadn olevaa muutosta
yrityksessa, joka on perustettu fuusioimalla huligsa 2007. Vaikka organisaatio on
ollut olemassa jo yli kaksi vuotta, yhteistydss@davittaisten tehtavien hoitamisessa on
viela useita kipeita kohtia.

Taman opinnaytetyon tavoitteena oli luoda uusieimitdatapojen ohjeistus, jonka
avulla mahdollistetaan tehokas tiimityd tassa usaesnonella paikkakunnalla
toimivassa organisaatiossa. Ohjeistus luotiin enamrohtamisen kuin teknisesta
nakokulmasta ja se on suunnattu koko organisadsmkilostolle, kaytettavaksi seka
linjaorganisaatiossa etta projekteissa, joissagtgjmakehitysta tehdaan.

Tama tutkimus suoritettin tapaustutkimuksena, &t myds benchmarking-
menetelmaa. Tyon teoreettisen osion tarkoitukséinasoittaa miten ohjelmistokehitys
eroaa muista toimialoista ja miten erot vaikuttavhjelmistokehityksessa kaytettaviin
prosesseihin ja projektinhallintaan. Teorian pdhjalkadittin myds ehdotus siita,
millainen prosessi ja mitd projektinhallinnan tagpojutkittavaan organisaatioon
kannattaisi valita.

Tutkimusmateriaali  keréttin  teemahaastattelemalleolmea  henkil6d, jotka

tyoskentelevat tutkimuksen kohteena olevan orgatima yhdesséa toimipisteessa, ja
yhtd henkilba vertauksen kohteena olevassa yriggése Haastatteluaineistot
analysoitiin temaattisesti ja analyysin tuloksterula tunnistettiin ne alueet, joilla

parannuksia  eniten  tarvittin.  Ottamalla askel epggn  perinteisesta

tapaustutkimuksesta kehitettiin haastatteluistatugara tietojen ja teorian pohjalta
ehdotus uusista toimintatavoista ongelmallisillzedla.

Tutkimuksen kohteena olevassa organisaatiossa aseuraskel olisi ehdotettujen
parannuksien kayttdonottaminen ja seuranta jonkam @lkeen sen selvittamiseksi
olivatko muutokset hyodyllisid. Jatkotutkimukseneianielenkiintoista selvittdd miten
muissa toimipisteissa ja maissa tyoskentelevat ilignkvat kokeneet fuusion ja
millaisia parannuksia he ehdottavat. Vaikka ehdbtgrannukset on luotu tietyssa
tilanteessa olevalle tietylle organisaatiolle, \a@d toimintatapoja kayttaa missa tahansa
organisaatiossa, joka sijaitsee usealla paikkaklanjaajossa tehddan monimutkaisen ja
suuren jarjestelman kehitysta.

Avainsanat  Ohjelmistotuotanto, projektinhallintay$iot
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ABSTRACT

Merger is a way to get the best of two existing pamies by combining them.
However, reaching the target state of one unitedpamy with one set of processes and
applications requires a lot of hard work; changeaggment and difficult decisions.
The goal of this research was to find ways to éaseongoing change of the product
data management application development organizatioa company that has been
created by a merger in April 2007. Even thoughdfganization has existed for more
than two years, there are still several sore pamtise cooperation and daily work.

The target of this thesis was to create guidelioesnew ways of working to enable
efficient team work in the new multi-site organipat The guidelines were created
more from the management than technical point eivwvand they are targeted for the
whole personnel of the organization, to be useti bothe line organization and in the
projects in which the application development wisrkone.

This research was carried out as a case studybeitichmarking. The purpose of the
theoretical part of this work was to show how saitevdevelopment is different from
other lines of business and how this affects tleegases and project management in
application development. Based on the theory alpooposal for selecting the process
and team structure for the studied organization axsted.

The research material was collected with semi-gired interviews of three persons
working in one location of the target organizateomd one person in the benchmarked
company. The interview materials were analyzedguie thematic analysis and results
of the analysis were used to recognize the areas weprovements were mostly

needed. By taking a step forward from a traditiasade study, a proposal for new ways
of working was created for the problematic areasetiaon the interview materials and
theory.

In the target organization the next step would be irhplement the proposed

improvements and do follow-up after some time @ if¢he changes are beneficial. As
further research it would be interesting to findt dwow persons working in other

locations and in other countries have experiendezl merger and what kind of

improvements they would propose. Even if the predosnprovements were created
with the specific organization and situation in thithe ways of working can be applied
in any organization that is located on severaksiied is developing a complicated and
large application.

Keywords Software production, project managemeetgers
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1 Introduction

Major changes in the company level are very freguenvadays. Merger is a way to

create a larger company rapidly by combining twistexy companies. Even if a merger
is seen as a fast way to develop the operatiomeftompany and grow the business
opportunities, it is not an easy way to do this.rje is a huge change for the
employees of both old companies as there are tiiereint histories and somehow these
should be combined so that the future is one comstory of the new company. To

achieve this common ways of working should be aty@ed implemented throughout

the whole organization.

The company that is the target of the researchisthesis has gone through a merger
in April 2007. Because of the merger the compamyoisng through changes that affect
the whole organization from the highest managenerdl to the single persons and
also the work in all levels from the general guitket to the smallest details. Many
decisions are needed just to reach an understafatirige target situation. Finding the
best and most effective organization structure agdeeing the common ways of
working is not easy inside one company, but when tempanies with different
histories and values are combined, the work is nmuate difficult.

After a merger the general idea is that costs @eaub down and personnel reduced by
simplifying the IT (information technology) envirorent. However, there are usually at
least two applications for one purpose and also separate development teams for
these applications and thus the simplificationasas easy as it may sound. This is also
the case in the PDM (product data management) matgon of the merged company
with the difference that the number of both theli@pfons and their development
teams is five. This organization, which is a pdrthe IT organization, is the specific

target of the research in this thesis.

Teams that form the PDM organization have alreagnbworking together in several
release projects. | worked as one of the projectagers in the first projects, until the
summer 2008. As the target in the projects wasmtegrate the legacy applications,

mainly the old roles and responsibilities and oldys of working were still used.
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However, the target is to implement a new PDM ajaypion for the whole company and
this application will replace all the legacy systenThe new application has been
selected and the first project with it is alreadygoing. From organization and
management point of view target is to implement nmelgs and responsibilities and

ways of working with the new application.

Managing and organizing the work of the team thatdeveloping a large and
complicated application is not an easy task. Tieeehuge amount of different kind of
processes and instructions available to help iningha successful development project
and organizing the work in the line organizationek though software development
and engineering can be considered a young field,i®masily lost in the jungle of the
books and materials. The question is not how tateraew ways of working but how to
select the correct ones offered by many experthenfield. The selection cannot be
done by using numbers and calculations, but dismus@nd cooperation are needed to

find and decide with which ways of working to staith.

This research is an attempt to find the correcttpral instructions in the situation the
PDM organization is in. To understand the situafimm the personnel point of view,

the research was conducted as qualitative onesea stady with bench marking. The
research materials were collected with semi-strectinterviews, which were recorded
and transcribed. As agreed with the supervisor fittencommissioning company and so
that the interviewees are not recognizable, theenafithe company is not included in

this work. | refer to the company as the ICT compan

First objective of this research is to understdmel gpecial nature of software and the
effect it has on the processes and project manageaiesoftware development and
software engineering principles. This part is dase the available literature and it is
used as guidance in the analysis of the interviaterals. In the second part | present
the analysis of the interviews: the experienceshef interviewed persons and their
proposals for improvements. Third part is alreadstep forward from the traditional

case study: the summary of the proposals for theswé working in the areas that are
identified as the most problematic ones. In thé¢ ¢hsipter | give the conclusions and

proposals for further studies.
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2 Theoretical Framework of the Research

The very basic software related notions form theothtical framework for this

research: software development process, softwarggbrmanagement and software
engineering. All of these are needed to understemat we are talking about when we
discuss software development and the ways of wgrkirthat area. These notions are
also quite stable contrary to the current situatiomany companies: even though there
are many and frequent changes in the organizatibese are always some rules in the

background that can be taken as guidelines whaggling with the new situations.

Software as such is different from other develoged producted artifacts and thus also
the processes, engineering and project managemssitba understood from software
point of view. In the following chapters | try timt out the special characteristics of
software development that need to be taken int@wadcwhen selecting the correct

process and project management practices.

2.1 Software Development Process

In general a process is a series of steps thatupeothe designed end result. Acting
according to a process can take time, space, m=o@nd/or knowledge. In a process
the similar actions and outputs are repeated whkxamimed from a certain point of
view. Processes are modelled and developed sothikatjuality, effectiveness and

productivity of the target area of the processesbmimproved.

Software development process describes the ditfepbrases, inputs, actions and
outputs in software development. According to Pogjo (2002, 21) the concept of
software process is essential for the systemateldpment of information systems.
Software process covers the development from tiseifiea to the ramp down, that is
the whole life cycle of one system. Pohjonen (20D, points out that also processes

modular and dynamic, not stable as such.
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Tsui and Karam (2007, 31-32) share this view. Thay that there is a continuous
development in the field of processes but stilbne has proposed to abandon processes
altogether. To begin with software development sungport processes were invented to
coordinate and manage complex projects involvingiynaeople. Still some kind of a
process is needed to ensure a successful softvem@opment project as there are
several sequenced and overlapping tasks that di@mped by several persons. Process
also defines the tasks of persons in differentstdie addition to the development tasks

there are for example plans to be created andidesito be made.

Like any other process, software process modehegfihe following:

e aset of tasks that need to be performed,

» the input and output from each task,

» the preconditions and postconditions for each task

» the sequence and flow of these tasks.
These are needed to “provide guidance for systeaiBticoordinating and controlling
the tasks that must be performed in order to aehtee end product and the project
objectives”. (Tsui and Karam, 2007, 74.)

The software process models can be divided totioadi and modern ones, starting
from waterfall model and ending up currently in tlgile models. The main

characteristics of traditional models are carefiinping and documenting of tasks,
milestones, specifications and architecture. Theeld@ment is seen as a straight
forward lifecycle that starts from requirement sfieation and ends up in maintenance.
Agile models rely on communication and the phasmquot strictly defined. Most

important is functioning software and immediatepmesse to changes. In table 1 the

characteristics of plan-driven and agile methodshzeen compared.
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Table 1. Home-ground for agile and plan-driven rodth (Abrahamsson, Salo,
Ronkainen & Warsta 2002, 16)

Home-ground area Plan-driven methods Agile methods

Developers Plan-oriented; adequate | Agile, knowledgeable,
skills; access to external collected and collaborative
knowledge

Customers Access to knowledgeable, | Dedicated, knowledgeable

collaborative, representative, collocated, collaborative,
and empowered customers | representative, and

empowered
Requirements Knowable early; largely Largely emergent; rapid
stable change
Architecture Designed for current and | Designed for current
foreseeable requirements | requirements
Refactoring Expensive Inexpensive
Size Larger teams and products| Smaller teams and products
Primary objective High assurance Rapid value

Also Tsui and Karam (2007, 132) have compared tharacteristics of agile and
traditional software processes with similar resBised on the comparison they give a
suggestion on which process to select for diffekemdl of projects. According to their
views traditional process

e s better suited to larger projects,

* can be used for mission-critical systems,

» defines many roles, which can be appropriate fostrkond of people; doesn’t
require tight team playing; almost any personality work, as long as the team
members can follow rules,

e is better suited for larger companies with possimpgraphically remote sites
and more formal cultures and

e is less suited to cope with changes, assumes avedyastable environment

where requirements don’t change much.

! Original source: Boehm B. 2002. Get Ready For Abi#e Methods, With Care. Computer 35(1): 64-
69.
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Venkula (2005, 96-9) makes a distinction betweeneghanical process and a flowing
process. In mechanical process the end result leaays be anticipated, the resources
and methods can be strictly defined before hant plians, procedures are not related
to persons in any way and can be automated. Thenilpprocess is the opposite: the
objective is shaped during the development and lmansomething else than was
anticipated, plans are for loose guidance and thegdures are related to the know-how
of the persons and cannot be automated. Industidalufacturing process is a typical
example of the mechanical process. Flowing proes$sr example problem solving,
creating something new and also development ofnizgtons.

Based on Venkula’s ideas software process shouldnderstood partly as a flowing
one. In software development something new is adwagated and in many cases it is
difficult to know the end result exactly. From tipsint of view the processes should be
used as instructions that give some guidelinesworking, but do not restrict the
creativity. For the people working in software deypenent the flowing process means
that they need to be ready to face uncertainty wmaredictability. Still parts of the
more mechanical features are also needed in tleegses, as software development is
not only being creative but also some instructioesd to be followed strictly.

2.2 Software Project Management

There are at least two organizations, IPMA (Inteomal Project Management
Association) and PMI (Project Management Institutehich are generally and
internationally understood as official organizasan the field of project management.
Their task is to promote project management torfassi and organizations and also to
certify project managers. Both IPMA and PMI haveittown definition for project, and
these are used widely when the word project needsbe officially defined.
(International Project Management Association 20B8jject Management Institute
2009.)

However, in real life the word project has nowadasmveral different, even
contradictory, meanings. Project can refer to a ime task were several parties are
participating. It can also mean a temporary org#tion or a problem that is scheduled
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to be solved. In some cases project is a uniquggresaent regarding specific
requirements like objectives, time, cost and qua$till there is one characteristic that
is common for all different definitions: according all of them project has a clearly
defined beginning and end — projects do not lasgvier. (Artto, Martinsuo & Kujala
2006, 24-5.)

Even if project can be defined in different waysl @xamined from different points of

view, a project needs always to be managed. Proj@ctagement is organizing and
managing the resources in such a way that theqirog be ended with the achieved
goals and objectives in the planned schedule vhth glanned budget. Resources
include for example money, personnel, materialergn space and salaries. In addition
to resources for example communication, quality askk are also included in project

management.

Lehtimaki (2006), who has a long experience invgafé project management, sees

project management as quite a simple task, likevahmelow.

List the tasks. Do the tasks.

A 4

A 4

Check the tasks
are done correctly.

Figure 1. Simplistic project management (LehtinZ06, 2)

Even though project management can be seen asiritpge, there are quite many things
that need to be taken into account when working jmoject mode. Even more so, when
the project is set up for software development.rEfehe general definition applies

also to software development projects, there amescharacteristics that make these
projects different from other projects, for exampad building. Stepanek (2005, 7-8)
has created the following diagram of the charasties that are unique to software
development and affect the software developmenegi® The uniqueness does not
necessarily apply to all the single characterisisssuch but software development is

unique in the sense that it encompasses these all.
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i. Software is il. Software is iv. Technology vi. Technology
Complex Abstract Changes Is a Vast
Rapidly Domain
iii. Requirements v. Best Practices vii. Technology
Are Incomplete Are Not Mature Experience is
Incomplete
ix. Repetitive viii. Software
Work is Development Is
Automated Research
X. Construction xi. Change Is
Is Actually Considered
Design Easy

\/

xii. Change Is
Inevitable

Figure 2. Characteristics of software developm8ieganek 2005, 8)

Stepanek (2005, 23, 48-49) has analyzed the projanhgement tasks in relation to the
software development characteristics described elaoad come to the conclusion that
especially the following areas are effected byuh&ueness of software development:
the management of scope, time, cost, quality asid He has come to the conclusion
that there are the following ten hidden assumptiarthe general project management
guides that are not valid for software development:

e Scope can be completely defined.

» Scope definition can be done before the projectssta

« Software development consists of distinctly differactivities.

» Software development activities can be sequenced.

e« Team members can be individually allocated to #cts

* The size of the project team does not affect thveld@ment process.

* There is always a way to produce meaningful esamat
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» Acceptably accurate estimates can be obtained.
* One developer is equivalent to another.

* Metrics are sufficient to assess the quality ofvgafe.

Also Forselius, Dekkers, Karvinen and Kosonen (28 have found similar issues
that affect the middle- and large-sized ICT prgecthey say that “the objectives,
completion criteria, costs and anticipated schedtgeoften prematurely set before there
is adequate knowledge about the development scopeqaality requirements. It
becomes only too clear at the end of an ICT progpash how far apart were the
customer’s expectations and the suppliers undatstgqof the overall scope.”

As a solution to overcome the misunderstandingpadtek (2005, 97) proposes the
following agile practices:

» continuous development,

* on-demand programming,

» SWAT teams,

* subteam encapsulation,

» feature trade-off,

» triage and

* scoping studies.

For a major new system he sees the combinatiorulasieam encapsulation, feature
trade-off, triage and scoping studies as the hmstisn. Subteam encapsulation means
that the large team needed for the system develajpisieivided into smaller subteams.
There are contact persons in each subteam forotmenanication. There are mediators
that are not leaders but serve as conduits fornmdtion. The responsibilities of the
teams are defined as well and as strictly as plessitb as not to overlap. (Stepanek
2005, 104-105, 110.)

Feature trade-off is simply allowing the customerchange their mind about features
they need: they can get new features inculdedthtoscope but only if they let go of
others included earlier. Triage is a term borroredh medical world and in software
development it stands for prioritizing the featureeded. Thus the developers always
know what is the most critical thing to do. If tikastomer is not able to divide the
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features into groups of “must-do”, “should-do” dlduld-do”, that is already a sign of
underlying problems. (Stepanek 2005, 106-107.)

Scoping study is kind of a miniproject to clarifgquirements and can already include
some development to understand the expected ldvgramuctivity. It is best to
organize the scoping study as a separate projdatanutcome should be

* use cases or other requirement specifications,

e screen mock-ups,

* a high-level design,

» working code for a few key features,

e an acceptance test plan,

* abreak-down of the work, with estimates and

* aniteration plan. (Stepanek 2005, 108.)

Lehtimaki’'s (2008, 156-7) proposal for tackling gk@blem of a giant project is similar
with Stepanek’s ideas. He says that if there isther way to prevent a too long project
to be started then it is best to divide it to sal/shorter projects. This way of working
can be thought of as kind of a triage: the custocaer get the most important features
into use as the result of the first project. Alke tisk is much smaller as it is divided

into several projects. If the project is longemréhes more time for the risks to appear.

In the very practical level most important is toooke some kind of practices for
managing a software project and stick to them. Adiog to Stellman and Greene
(2006, 6) every project is much better of with siedected practice, no matter which one
it is, than with no practise at all. This must benembered when a project start to slip
from the planned schedule and the project managtnmpted to use all the possible
effort for creating code and leave out for exampdeiews and testing. Instead of
making the project go faster, forgetting the dedipeactices will only make the project
last longer.
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2.3 Software Engineering

Software engineering is a young field that hasoitgin in computer science and
programming. The term software engineering wag fimtroduced in 1968 after a
realization that software can only be produced sssftlly if there is a discipline
guiding the everyday work. (Tsui & Karam 2007, 5%-@ne definition for software
engineering is “the application of a systematiscatlined, quantifiable approach to the
development, operation, and maintenance of softwarel the study of these

approaches; that is, the application of engineaorgpftware” (Guide to ..., 2009).

Even though the most common way to refer to bugdif software is development,
engineering describes the complexity of the taskiteh Software, and especially its
outcome, has impact on the business and becaubes af needs not just development,
but engineering. Thus engineering refers to morkstho understanding of what is
needed for building software: not only the knowledgf technical concepts or
programming, but also some business understan8ofgvare engineering is also about
having a sensible and smart approach to principtes standards which have been
already realized and worked upon, to give not thé ahe quickest but the most

efficient outcomes for the desired results.

What makes software engineering different from ofledds of engineering, is again the
characteristics of software. According to Polli@)@5) the main difference between
software and physical devices is that softwaratiangible and designed to be changed.
In addition there are only few, if any, laws thande universally applied to software.
Electronic engineers know that there are laws gkis that they can follow, but such
are not available for software engineers. Evendhoa particular program such as an
operating system may be copied and released tmnslbf customers, it is only making
a copy, not building another identical product. $taoftware is not mass produced,
unlike for example cars. One more big differenciésrequirements and specifications:
for software they can change in the very late plohskee development but not in bridge

building, for example.
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Several sets of principles have been created fiwae engineering. Tsui and Karam
(2007, 63-8) have presented principles created lan Mavi¢, Walker Roycg and

Anthony WassermdnBelow are the most relevant ones for this thigeis their sets.

Use an appropriate process model.

Good management is more important than good teobwgol

People are the key to success.

Follow with care (the decisions made about toals¢cgsses, methodology etc.).
Establish the process for object quality contrad @noject progress assessment
that includes the assessment of all the intermedidifacts.

Lifecycle and process: most of the large, compleftwsare projects have not

survived without some defined process.

There is also Software Engineering Code of Ethind BRrofessional Practice which

describes eight principles related to the behavi@nd decisions made by professional

software engineers. The idea behind the princigethat “software engineers must

commit themselves to making software engineeringoemeficial and respected

profession”. (Association for ... 1999.) Each of thght principles is divided to several

sub-principles. The most relevant of those for thesis are:

Public - software engineers shall act consistemitly the public interest.

o Accept full responsibility for their own work.

Client and employer - software engineers shaliraetmanner that is in the best
interests of their client and employer consisteitih wthe public interest.

o Identify, document, collect evidence and reportthe client or the
employer promptly if, in their opinion, a projestlikely to fail, to prove
too expensive, to violate intellectual property Jaov otherwise to be
problematic.

Product - software engineers shall ensure thatr thepducts and related

modifications meet the highest professional stash&lpossible.

2 Original source: Davis, A. M. 1994 (November).t€&n Principles of Software Engineering. IEEE
Software 94-101.
% Original source: Royce, W. 1998. Software ProMenagement a Unified Framework. Reading, MA:

Addison-Wesley.

* Original source: Wasserman, A.l. 1996 (Novemb&dward a Discipline of Software Engineering.
IEEE Software: 23-33.



18 (89)

o Ensure an appropriate method is used for any grojeahich they work
or propose to work. Ensure that specificationssfiftware on which they
work have been well documented, satisfy the useguirements and
have the appropriate approvals. Ensure adequdiegtedebugging, and
review of software and related documents on whingy twork. Ensure
adequate documentation, including significant peotd discovered and
solutions adopted, for any project on which theykwvo

Judgment - software engineers shall maintain iftiegnd independence in their
professional judgment.

o Only endorse documents either prepared under thgdervision or
within their areas of competence and with whiclythee in agreement.

Management - software engineering managers andreatiall subscribe to and
promote an ethical approach to the managementfofae development and
maintenance.

o Ensure good management for any project on which Wk, including
effective procedures for promotion of quality aeduction of risk.
Profession - software engineers shall advancentiegrity and reputation of the

profession consistent with the public interest.

o Take responsibility for detecting, correcting, areporting errors in
software and associated documents on which thek.wor

Colleagues - software engineers shall be fair td anpportive of their
colleagues.

o In situations outside of their own areas of compete call upon the
opinions of other professionals who have competeandeat area.

Self - software engineers shall participate inldifigg learning regarding the
practice of their profession and shall promote thiical approach to the practice
of the profession.

o Improve their understanding of the software andteel documents on

which they work and of the environment in whichytill be used.
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2.4 Developing Software with the Help of ProcessesjdetdManagement

and Engineering Disciplines

The organization doing software development facasyrdifficult decisions when it
wants to or has to change the ways of working & haen using. To help with the
decision there are lots of different processesveangs to manage projects available. The
engineering principles could be used as startingtpehen finding a way through the
jungle of all the options. It is also good to rentemthe basics: process describes the
tasks and roles and responsibilities, and projestagement is for planning and making
decisions. Managing a project is not enough, b& pmocess is also needed to

understand the tasks and persons to be managed.

In addition to the options available, there areesalvfactors that effect the decision
what kind of process and project management praesdto use for developing
software. As software is different from other atifs it is not possible to have one right
solution even for one specific case, as it is naly dhe needed application and its
features that count but also for example the omgdioin that will use the application,
the team that will do the developing and the resesithat are available. These are only
to mention few. The situation needs to be consileesy carefully, but once a decision
is made it is best to stick to chosen way of wagkfor long enough to see if the
decision was the right and to plan the changeseatebdsed on the feedback.
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3 Information and Communication Technology Companthi

Change

| formulated the first proposal for the subjectlut research in autumn 2007. The main
idea was to create a study of the first releaseitib@grated the different PDM systems
in the merged company. However, the work was vatgnisive and the release was
ready before | was able to start thinking about shely. During the year 2008 there
were several ideas about the exact target of thay diut in all ideas there was always
something in common: how to find new and common smafyworking for the PDM

development team.

In the end of year 2008 | decided to interview mfteagues to gather material for the
research before starting my maternity leave. |$&ldcted the themes for the interviews
based on my own experiences as a project managiee iRDM development releases.
In autumn 2009 it was decided with my supervisat tthe main focus will be in
developing ways of working for multi-site organimet, both line organization and
project work included. Also the change managenereimphasized: how to make sure
that the constant changes can be managed andabplecw to do it in practice.

3.1 Target and Objectives of the Research

The efficiency of an organization is usually evabdh by its results. In the PDM
application development organization that was sidor this thesis the results are the
modifications of the legacy PDM systems. From tlesult point of view the
organization is quite efficient. since the mergkeere have been several successful
releases and the legacy systems have been intdoaseipport the business needs of a

merged company.

What is interesting in a situation like this, i®theople and ways of working that are
behind the successful releases. | have worked @sdjéct manager in the releases and

based on my own experiences it is exactly the psrdbat have made the releases
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possible, not the common ways of working. Quite t@ny, the common ways of
working are still missing in the PDM organizatiddow is it then possible to create
something new and cooperate with new colleaguesnwhere is lot of changes
happening all the time? And on the other hand, klowthe persons themselves feel

about the situation and what kind of proposalshexy thave for future ways of working?

To answer these questions my aim is to describaithation and circumstances in the
PDM organization of the ICT company about 20 moatiter the merger. Both my own
experiences and the experiences of the three iaeteees are used for the description.
Based on the description | will create guidelines riew ways of working to enable
efficient team work in this multi-site organizatiorhe guidelines are created more from
the management than technical point of view an@&apy for this organization in its
current situation. The target is not to developomgrehensive guidebook that can be
used in any organization but to concentrate ongbiges that could help the persons in

the PDM organization to make the work more effectind also more enjoyable.

The research questions for the thesis can be sumedan the following way:
1) How have the persons working with PDM applicati@velopment experienced
the merger related changes happening in their crgigon?
2) What are the ways of working that enable efficisamwork in a multi-site

organization?

3.2 Description of the Target of the Research

Two information and communication technology compammerged into one in April

2007. As always after a merger, there were twon@ome cases several different kind
of business processes and applications used forpormose. Since the merger took
place, one of the targets both in business siddrahid department has been to achieve
a situation where there is only one process andappécation for one purpose. This of
course is a huge change to the personnel of thecoeyany, both to the ones using the

processes and the applications and to the onesopéwg them.
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In PDM area the situation was quite challenginghattime of the merger: there were
five different applications that were used for nmging the product data and each of
these had its own development team and the teaththba own ways of working in
the IT organization. There were about 50 personkiwg in the organization. The first
target in the PDM area was to integrate the leggpfications as much as needed to be
able to send harmonized data to company’s ERP (({itge Resource Planning) system

and to find common ways of working for all the dieyanent teams.

PDM application is one of the critical applicatianghe company and because of this it
must be as reliable as possible. In the ICT compheyerm PDM is used in the broad
sense and thus it can be understood as PLM (prdifecycle management), which is
usually seen as the next step from PDM. The clitycaf the PDM system can be
understood for example from the PLM definition ¢eebby Grieves (2006, 39):
PLM is an integrated, information-driven approacbmerised of people,
processes/practices, and technology to all asmécésproduct’s life, from its
design through manufacture, deployment and maintana culminating in the
product’s removal from service and final dispos8ly trading product
information for wasted time, energy, and mater@bas the entire organization

and into the supply chain, PLM drives the next gatien of lean thinking.

In the ICT company PDM application is used for drgaand maintaining the master
data of all the products. In addition to the dagaded in the factories there is also some
other data that can be classified as master datording to Saaksvuori and Immonen
(2005, 49) the product structure is the heart ef BLM system and it provides the
foundation for some of the basic functions of théVIPsystem. The objects in product
structure are data elements and they have diffetependencies in relation to each

other, see figure 3 below.
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FORKLIFT TRUCK

Product family: Product family: Product family:
Pallet transfer trucks| Reach trucks Order picking trucks

Lifting capacity Lifting height Battery capacity | | Wheel material

Mast module A| | Mast module B Driving unit A Driving unit B

Mast module C| | Mast module C

Common Variable
components components

Figure 3. Example of the generic product struc{preduct model) of a customizable

product. (Saaksvuori & Immonen 2005, 55)

Most of the data managed in the PDM applicationaseded in other applications used
in the ICT company and some also in other compafeesxample by subcontractors.
According to Saaksvuori and Immonen (2004, 13-4) tdsk of PLM is to provide
necessary conditions for connecting separate irdoom data systems, processes and
automation islets. PLM should also be the starfwoint for integrated totalities by
commanding a wide variety of information systemgelseen in the figure 4 below, the

PLM system is located in the middle of a large guide complicated environment.
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Project
management

Sub
contracting

Part
manufacturing
2]
D>
Design and
engineering
ESSES

Sales and
marketing

After Sales

Service partne

Sourcing and
procurement

Manufacturing

Supplier: Customer

Figure 4. PLM system’s relation to processes inedlin the creation, recording,
updating, distribution, utilization and retrievdl information. (Saaksvuori & Immonen
2005, 15)

During the two and half years after the mergerfihe PDM applications have been
integrated but they are all still used. The develept teams of the applications have
already worked together in several projects andtrabshe team members are in the
same line organization, but still the ways of watkiare different. One of the main
reasons behind this is that it is easy to contuiitle the old ways as also the application
people work with is still the same. Erkkila (20aB4) also points out that the change
and the work pressure give stress and in a stitesgbiation it is only human to
subconsciously act according to old model. Alsoftia that the persons belonging to
the teams are located in different sites and ifediht countries does not make the

cooperation and agreeing the new ways of workirthtaking them into use any easier.

The ultimate target in the PDM area is to introdaceew PDM application that will
gradually replace all the currently used systemdT lorganization the objective is also
to deploy new roles and responsibilities and wdysarking to be used with the new
application. New roles and responsibilities aredeelenot only because of the merger
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but also because the new application will be aerense level software that will be
mainly configured according to the needs of tharmss. Configuration will be done by
another company and the persons in the IT orgaaoizaf the ICT company will have
less to do and different tasks compared to theeeasituation. This is a huge change to
the current situation as all the legacy systemsHaeen strongly modified, and for

example one of them has a user interface that s built in-house.

According to Tsui and Karam (2007, 55) establiskaterprise software products are
bought and outsourcing is used to reduce the fidoftware project failure. However,
even if the risk of technical failure is reducdtkre are the following issues that need to
be taken into account when planning the project:

* executive commitments and leadership,

* thorough planning of both business and technicadgsses,

« skilled and experienced consultants,

« relentless management focus and monitoring theprand

» willingness to change and make adjustments wheuirext] (Tsui and Karam,

2007, 55).

These are all issues that need to be thought of \plening the new organization and

the ways of working for it in the ICT company.

The development of the legacy PDM systems has Heaa in projects but there is a
top level project called program which incorporétes projects. The situation regarding
the number of applications and processes has heglarsin all areas in the ICT
company and thus in the program level there are ather programs that act as
umbrellas for projects of other areas, like ERP.clarify how program and project
management is related to other development manadeawtivities in a company,

Forselius et al. (2008, 13) have created a fivellpicture (see figure 5.).
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Existence level

1. Business management
Banking, public administration,
manufacturing, retail, insurance,
consulting, military services ...

Strategic level

2. Portfolio management
IT development, marketing, human
resources, infrastructure, logistics ...

Tactical leve

3. Program management
System development for ERP, customg
relationship management, e-commerce, HR
management .

-

Practical leve

4. Project management

Java software development, application

development, office package
implementation ...

Technical level

5. Product management
Engineering, maintenance, version
management, conceptualization,

configuration management

Figure 5. Main levels of business development-eelananagement (Forselius et al.

2008, 13)

In this thesis the main focus is on the practieafel, project management. Also the
program management, which is in the tactical legaipuched, as the interviewees often
refer to the program in their speech. Forseliual.e2008, 14) remind that even though
the persons working in projects and the projectagarns see mainly the management of
the project and possibly the program, they neaérntember that their work has always

a connection to the higher levels and to the dgremnt portfolio.

The connection to surrounding organizations is @bbp something that is easily
forgotten in the everyday work, even though theneation might explain the decisions
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that feel strange in the project level. Becausisatiature as an integrating system PDM
application and the way it is developed is oftefeced by decisions made in other
organizations. This is something the developmeamt@eeds to understand and take
into account when planning and doing their own w@& in addition to all the changes
brought by the merger the people in the PDM orgatitn face also many changes that

are directly related to the development of the igppibn.

3.3 Research Materials

In this research | will use the experiences offfeesons who are affected by a change in
their organization and the ways of working, and mieanings they have given to the
incidents related to the change. To be able tdidol tollected the following materials:
» interviews of the persons affected by the mergerthe PDM application
development team,
* my own experiences and

* interview of a person who works in a similar orgaation in another company.

| interviewed the persons working in the merged gany on &' 9" and 18" December
2008 and the person of the benchmarked organizatior28" November 2008. |
organized all the interviews so that they took elatring the working hours in the
company premises. The person of the benchmarkethiazagion was interviewed in his
own office. | recorded all the interviews. The dioa of the interviews varied from one
hour to two hours, depending on the interviewealingness to tell about the issues |

had selected as themes for the interviews.

Two of the three persons working in the merged ammghad the same line manager at
the time of the interviews. The interviewees, twenmand one woman, worked as
systems analysts and system designer. These veranéw titles but their tasks varied
quite a lot as they were all still working with theld responsibilities while learning the
new ones. They also have quite different educatibaakground. The person in the
benchmarked organization worked as system desupméng the project the interview

focused on.
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According to Anttila (2005, 195-6) interview is tleerrect way to collect information
when there is a need for opinions, attitudes, e&pees and observations. Interviews
can be classified based on the distance betweemt#r@iewer and interviewee that is
formed with the type of the interview: an intervi@an be a strictly structured with
clearly defined questions and even alternativesf@swers, or on the other hand a very
open discussion with no prepared questions or goeke To be able to get to the
bottom of the way the interviewees felt about tieasion | needed more than just short
answers to prepared questions. On the other havahted to guide the interview to the
selected directions.

Semi-structured interview is selected when therwrgees are familiar with the
subject. The themes for the interview can be cdebtesed on the experiences of the
researcher. With the themes and the planned questlee interviewer focuses the
discussion to the selected areas of interest,/batis still free to include new questions
based on the answers. The interview gives the relgras a possibility to talk about the
subject in detail and in depth with only some gom&afrom the interviewer. (Anttila
2005, 197, Livesey) For this thesis | selected ghmi-structured interview for two
reasons: | was able to create the themes and gugdbr the interviews based on my
own experiences and the interviewees were all fanyjliar with the themes. However,
as they all work in different areas, the semi-gtrredd interview gave me the
opportunity to explore the relevant areas in magitiwith each person. All the themes
were discussed with all respondents but the dismussas focused on the areas the

respondent was most familiar with.

Semi-structured interviews have also some limitegtidl he result can be affected by the
skills of the interviewer, especially the abilitp treate new questions during the
interview. To avoid this problem a good interviemeeds to be a good listener and able
to build positive rapport so that s/he can clagfid understand the respondent’s point
of view as well as possible. The interviews ardidift to repeat and thus the reliability
can be questioned. Generalisations are difficulddecause of the personal nature of
the data and it can be hard to decide what is aeteyAnttila 2005, 200, Livesey)

| have used semi-structured interviews in my presioesearch and have thus some

experience in doing them. As | have also experiem¢iee field of the study it was quite
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easy for me to follow the speech of the interviesvaed understand the background for
their comments. However, sometimes | felt like Iswdbing assumptions in my mind
and | tried to clarify these with detailed questioithe aim of this research is not to
create a general description of working in thedfief application development, but to
describe the unique circumstances in the certaimtpof time in the selected
organization. Selecting the relevant parts of thierviews for the study was quite
cumbersome, but using the theoretical part as d@le&dround | was able to combine the

parts of each interview and to form the most meginirareas.

When starting the interviews | stressed the faat the names of the interviewees will
not be included in the thesis and even the nam&éefcompany will be left out.
However, as several of my colleagues knew abouthbsis | also mentioned that it
might be possible for some of them to figure outowtas been interviewed. | also
promised to give the interviewees a possibilitygad the work before it is published so
that they can ask me to modify the text if theyl tey can be recognized from it. With
this | hoped to get as open discussion and opirasnmossible.

The interviews gave the respondents a possibditya through their experiences of the
past year. Even though the situation was quitelfanto all of us, the opportunity to

discuss it deeply gave both me and the interviewe®s insight to where we were at
that point of time. Using the gathered materialigw and criticize the current situation
and then rethinking the whole situation in ordefinal a new framework can be called
reflection-in-action. The reflections give new idean how to solve the problems with

new points of view. (Anttila 2005, 90.)

The interviews were based on four themes with ndetailed questions (see the list of
all questions in appendix 1 and 2):

e outsourcing,

« roles and responsibilities,

* project management and

« change management.

The themes were selected based on discussionssenttral colleagues and my own

experiences about the areas that needed developatidahe time of the interviews the
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idea about the target of the research was a lbérdiit: | was supposed to study how to
organize the work in the situation where tasks ipresly done in-house will be
outsourced. Because of this some of the themesgjaestions for the interviews are not
as on the point as they could be, especially whn person from the benchmarked
company. Still I was able to use parts of the in&w in this thesis.

3.4 Research Strategy and Analysis Methods

Based on the target of the research and the mlatesad, the first part of this research
can be defined as a case study. Usually case sttmiias more on systems of action
than an individual or group of individuals (Telll®97b). This case describes how the
group of people working in one location of the I€dmpany and doing PDM software

development experienced the situation in Decemd@g 2

Based on Tellis (1997b) case studies cover onavorigsues that are fundamental to
understanding the system being examined. In teisareh the experiences of one group
are used to create recommendations for the whgangation. Enlarging the study to
cover several sites even in several countries wdiwade given more depth to the
description, but this was not possible for pradtiasons. However, the persons
forming the group were already familiar with mudtte work before the merger, and
this gives the possibility to find the factors thatve changed as a result of the merger in
the multi-site work. The persons also work in défet positions and because of this

their points of view are different, giving more cprahensive picture of the situation.

According to Tellis (1997a) single cases are use@present a unique case and they are
also ideal for revelatory cases where an obseragrimve access to a phenomenon that
was previously inaccessible. The group of peoplave studied have been working
together for some years and they have also workealiti-site organisation before the

merger. It is the merger that creates the uniqueokthe case.

Case study is more about explaining than interpogtaThe aim is not to generalize the
results of the study but to give a description mfrgeresting case. This description can
be used to recognize relevant factors, processkimgaraction which can be then used
as materials for further studies. (Anttila 20056483 In this thesis | have already
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continued further from describing the case and ubkedresults of the case study to
recognize the areas and ways of working where @sage needed in order to achieve

effectiveness in the multi-site team work.

| have also used benchmarking to find out how meagathe multi-site work has been
handled in another ICT company. Benchmarking is ethod used to find the best
practices and solutions that can be adapted te gbk problems in own organization.
The way benchmarking has been used in this thesisbe called functional: the
objective was to find the best practices from thant that works in the same field.
(Karjalainen 2002.)

Even though the other company had not experiencetei@er, there were enough
similarities in their situation so that the leamgsnfrom one of their projects could be
used as a part of this research: the target gbtbject was to develop PDM application
and the project personnel was located on seveea si different countries. The project
was not a perfect success as such and thus the whméct cannot be used an example
to learn from, but the experiences gained were mapofor creating the suggestions in
this research.

There are at least three different ways to do a sagly: either to start with theory and
an analytic strategy that will lead to conclusiottsdevelop a case description, which
will be a framework for organizing the case studyt@ do pattern matching (Tellis

1997b). In this thesis | developed a case desornipgind used that for organizing the

whole study.

According to Tellis (1997a) “the analysis of casedy is one of the least developed
aspects of the case study methodology. The resraneeds to rely on experience and
the literature to present the evidence in varioaysy using various interpretations.” |
started the analysis by transcribing the interviegwdanuary 2009. Transcripts can be
either naturalized or denaturalized depending enpilrpose of the interview (Oliver,
Serovich & Mason 2005). The transcripts in thisegsh are denaturalized in the sense
that in addition to the words said | did not inaudny other voices made by the
interviewees or any pauses or alike. However, tifa@striptions are natural in the sense
that | wrote down the exact wordings without stad@ang the language used. My main
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target was to find out the meanings and perceptmeated and shared during the

interview.

For analysis method | selected thematic analys$ieniatic analysis can be either theory
or material based. When used with semi-structuradrviews the material based
thematic analysis can reveal new themes in additidhe ones which were selected for
the interview. To allow this to happen, the intews must be analyzed without any
prejudices. (Saaranen-Kauppinen & Puusniekka 208&jording to Aronson (1994),
the thematic analysis based on the material cengighe following steps:

» classify the main patterns that emerge from thesradt

» identify all data that relate to the already clésdipatterns,

* combine and catalogue related patterns into sundke

» build a valid argument for choosing the themesdadmg the related literature

and

» formulate theme statements to develop a story line.

| adapted this model a little and used it in thiéofving way to analyze the interviews. |

started with the interviews of the ICT company pess | read through all the

interviews several times, then text by text sekctk the relevant parts and combined
the related texts under one title. In other worddaksified the main patterns of each
interview separately. Next step was to go through patterns of each interview to
combine the related ones under one title. Oncedldiathe titles and the quotations
from all the interviews in one document, | readsttext again several times so that |

was able to catalogue the themes under bigger mggdub-themes.

As | also had the benchmarking interview matetiahoved on to that one at this point
to see if | could find comments for and against dpions that had come up in the
interviews of the ICT company persons. At this péinad a document that included the
most important themes in the interviews, and | afalg to trace back all the quotations

the themes were built upon.

In addition to the main themes | had used to guiue interviews, | identified the
following themes from the material:

+ cultural differences,
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* management, both in line organisation and in ptsjec
* building teams and

» working in a multi-site organization.

Next step was to go through the literature anddbthie final statements that combine
the valid parts from the interviews and the thed#nen writing the statements | had to
translate the quotations from the interviews to Ilshg Because of this the quotations
are not word-for-word exact. | gave the interviesv@epossibility to read through the
guotations so that they could give me commentaf tfeel that | have not understood
them correctly or that they are too easily recoglie. However, | did not receive any

comments.

| did not try to create a story about the statesyelit | built an analysis chapter that
consists of the main themes: the change, line aoggt organization, leadership and
management and managing the information flows. Utttese themes | have placed the
issues that are mainly related to each of the teemhavas difficult to find a correct

place for some of the issues as all the main themesguite closely related: for example
managing the change is partly about managing fleenmation flows and leadership and
management is done in line and project organizatitmwever, | tried to find solutions

that make the result as understandable and cohesgrussible.

Once | had the case study results | created thel fiesult for this research: the
suggestions for new ways of working. The suggestame based both on the theoretical
part of this research and the experiences of tieeviewees. The experiences were used
to recognize the areas where improvement is nebdedlso some of the suggestions
come from the interviewees. In the last chapteralyze the success of this research and

give some ideas for further studies in this area.
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4 Coping with the Changes and Proposing Improvenfentte

Future

The change has touched all the persons from bothingecompanies in many ways. As
the time has passed it has become obvious thalifgiibne new company takes a lot of
time, probably more than any of us working in tleenpany was able to predict and
some of us are ready to admit even now. Differemi&k of events have been organized
to advance the adaptation to the changes, butistile are many issues that need to be
solved before it is possible to talk about one canypwith one set of ways of working,

even in one quite small organization.

In this chapter my target is to describe how therinewees have experienced the
changes, the change management and working iretid®®M organization so far. The
main point is to tell what kind of issues they hawticed in the current ways of
working and what kind of proposals they have fopiaving the situation. | have built
the chapter by selecting one area to each of thhspters. The areas are a
combination of the themes | had chosen for therwrge/s and the issues the

interviewees brought up during the interviews.

4.1 The Change

4.1.1 Getting Tired but Not Willing to Give in

Even though the merger happened already 20 morgfareb the interviews, the

interviewees feel that the change, combining the avganizations, is only half done, if
even that. They are getting tired of trying to geine clarity to the whole situation and
fear that the same confusion might continue witle thew tool if the change

management is not handled properly.

In a way | feel that | have just given up. | camé bothered anymore. If you
have to use a lot of energy to try to, then yot gus too tired to continue
asking, well, I've tried some months now, but isveame time ago and it
didn’t change anything. Then you'll just get tirefit all.
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You could think that if this same continues with rmew tool, or do we even
have any reason to suspect that this would notimoe? So this same
continues even if we have the new tool and comnags wof working and so
on, | mean does it really change?

Interviewees’ feeling that there is still a lot do to really have the two companies
combined is supported by Erkkila (2001, 180-1). Shgs that integrating two large
companies takes in the active level from 12 to Ifhtims and in the mental level much

longer, even several years.

According to Erkkila (2001, 196) the saying the itlesvin the details applies very well
to planning and implementation of mergers. Thedasdihat are faced during a merger
and require leadership cannot be considered aspexcal compared to any other
situation, but it is the number of issues, the dpewhich the decisions must be made,
the outbursts of feelings and the different companitures that make the mergers

exceptionally challenging situation to handle.

In the studied organization the development ofdineent tools has been successful so
far only due to the people who feel that they ndedtake care of their old
responsibilities if they see that no one else imgldt. The prevailing characteristic of
working is hero culture; individuals are doing tlesults, but common quality practices
are missing.

And people are doing like, ok, we have done the$erd and this should
now be taken care of, and then everyone is tryindd her/his best, and
then we have achieved a tolerable result. If wekedmwith the attitude that
ok, this has not been agreed with me, this is nobusiness, we would not
have any releases. The outcome would not be us#fgburse people need
to take care of, but at which point the situatitwsld be checked ...

The reason for continuing to do the old tasks &t tine interviewees feel that the
business would suffer if they did not do this. Asen if they are tired of the situation,
they feel that they would be ashamed if no oneligd old tasks and this would lead to
problems.

But then again, my understanding is that if we wWald some things better
also the business would get more benefit. Thisigypwhy | don’t want to
let things just go, if | hear something. ... And tlvem don’t need to be
ashamed of what we are doing.
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Mattila (2008, 69) says that a change situationlyea@®ubles the work load of an
expert. A way to manage the situation and to hatidestress there must clear priorities
and on the other hand limits. However, following tiriorities and limits is more easily
said than done. Mattila (2008, 69-70) proposesguaitable where tasks are defined as
‘important but not urgent’, ‘important and urgentipt important but urgent’ and 'not
important and not urgent’. In a change situatiois iespecially important to cut down
the number of tasks that are not important but nirg€nowing the priorities of the

organization and also own tasks is the prerequisigeiccess in these tasks.

In the current situation people are nominated @ r@es, but they still work with their
old responsibilities and struggle to cope with corirly the old tasks and trying to learn
the new ones. This can also be seen in the wagidasiare done: even if there is the
official new organization and the decisions shdodddone according to agreed rules,
some decisions are done quietly by the old managhcs still work together in the
background, in a ghost organization.

When the organization is turned upside down, thd otganization
continues to work like it used to. Then there isesv person from another
organization who is left in a kind of dead positionthe sense that the old
organization is working around her/him, and thee tiew person who has
responsibility cannot affect anything done in thgamization. Then s/he
can be used as a scapegoat when needed.

Erkkila (2001, 64) points out that if there is dission about values and agreed targets,
but these do not actualize in the real life, megnirat the talk and acts do not match,
there is insecurity in the organization. Trust aampreciation for the management
diminishes, there is less commitment and it is slovo implement any changes or

objectives. In the worst case there is politicahgagoing on in the organization.

It seems that the persons interviewed have thdtigsalhat are needed in a successful
organization: they want to make sure that the ndedsults are achieved even if it
means that they do tasks that are not directlygaesdi to them and they understand that
the main reason for doing anything in the IT orgation is the success of the business.
However, in a change situation these persons aity educk with their old tasks and

responsibilities and they are overloaded when tajging to learn the new tasks.
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4.1.2 Different Cultures Require Different Kind of Changleanagement

What makes the merger and the change even moremfial is the different cultural
backgrounds of the companies that were merged.cHm$e seen both in the high level
discussions and decisions and in the everyday widik. interviewees have noticed it
for example in what kind of leadership the colleagyfrom the other company are used
to: the way of working has been more hierarchicad aop-down, with less
independence and responsibilities for the indivisltizan the interviewees are used to.

Part of it naturally comes from the nature, butnmy opinion also part

comes from the cultural difference. | mean if yawvéhworked in the way
that the manager tells you, and now s/he doesh#éntit just doesn’t

change. And then the others have had the way okimgprwhere the

manager has never told you exactly but you haviesosehow discussed,
then you can't just leave things as they are.

According to Erkkila (2001, 49) the hierarchy arik tdifferent ways how the

responsibilities are defined and divided in an oizmtion is strongly affected by the
national culture. She continues by saying that itmiportant to understand that it is not
about whose ways of working are the correct onésbaout the differences in the ways
of working.

Even if the time difference that needs to be takém account when the persons from
the merged companies cooperate is not big, itafects the cooperation. Some kind of
rules would be needed for finding the most suitdintees for meetings. People would
need to be flexible, and the flexibility is neededall the teams and in all team
members.

Well, we tried to discuss this in a small group dlne result was quite sad.
There are very few hours when we all are workingAnd of course we can
be flexible, and probably we can start some tirttas,was a discussion, we
can start at nine their time. But still the meetingre short, and the
discussion is really needed.

This also shows that people are resisting the ahaggen if it is only the lunch times
that might change, people want to continue doingrghing in the same way they are
used to. It is not enough to have overall discuss@bout the change management but
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people need help in agreeing the changes in eweligdaes, the ones that affect their
working days and habits immediately and in verycpeal level. It is easy to say that
everyone must be flexible but really to agree howdo it in practice is not easy if

people feel that change is not making their lifttdye

Erkkila (2001, 189) however points out that reaigtchange is not only a bad thing. If
there is no questioning, doubt and different vieinam the personnel, it is most

probably a sign of mistrust towards the managen@mnge resistance is a normal part
of change, learning and gaining the trust. In aenopnanagement culture change
resistance is hoped for as it is a good way to beareal feelings and views of the

personnel. Mattila (2008, 55) agrees with thesasdaey saying that taking the change
resistance into account helps the change to sucideeid not possible for the personnel

to tell when and why they are dissatisfied, theoastto fix the problems are started too
late. Listening to the criticism is especially inmfamt in an expert organization. Persons
in expert roles are usually critical of the managetras they have ability to evaluate

and criticize the business management in their onganization (Mattila 2008, 16).

4.1.3 How to Manage the Change?

The general feeling is that the change managenwrd do far has not been sufficient.
Lot of changes have happened and are still hapgdyoth in the line organization and
in the program, but the discussion and agreementisei detailed level have not taken
place. This can be seen both in the ways of wor&imdyjin the roles and responsibilities.
It is expected that the persons just start coopeyratuccessfully without any practical
help and guidance from the management.

So two, quite big companies, were combined, withilyodifferent cultural

backgrounds. We have had some culture type of sigms, like “what did
each of the countries do in the war” and. But tlealrdiscussion, like how
have you worked before and how have we worked aanddould this be,
like, we could write down what each of us is expgctThat hasn't been
done at all. New fine combined teams are just e@awvhere there are
persons from both companies and then the manadeors either one, and
there is no discussion, like.

The starting point is that no change management bgen done in the
program and still everything has changed a lot. Ahé result is that
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everyone has just found whatever place and ther been very little
comments for these.

Erkkila (2001, 45) has remarked that organizatiandture can also be the common
ways of working that guide the everyday work andeheen formed unconsciously
over time. Organizational culture can also be refeto as “the way we do the things
around here” (Harris, Moran & Moran 2004, 83). Thespoken agreements and
assumptions are also the basis for the trust imrganization, not the written documents
and information shared in briefings. It is everdghiat only with the trust born with the

unspoken agreements makes it possible for big coiep#o exist. (Mattila 2008, 19)

Based on my own experiences also the line manageds program team leaders
expected to have more support from their own mansatgecope with the change. It is
quite normal in situations where two big comparége combined that the higher
management starts already planning the new stestegid next moves even if there is
still a lot to do to clarify the new organizatiorstfuctures and ways of working in the
level that is required for the everyday work to emoothly. It would be important for

the higher management to participate also this w@kkila 2001, 183.)

The interviewees have noticed that even thoughethes people working in the same
organization, the common goal is still missing anthetimes people feel left alone with
the open issues the new situation has brought.yBureris still doing the old tasks and
without sharing the current knowledge and undedstgneach team member has, it is
not possible to really start cooperating.

Like, now we have an organization where everyon&aeking in her/his
own area. The information should be such, infororaghould move well in
the modular, make it such that everyone would kaswvell as possible
how we can move forward.

It seems that from the interviewees point of viecdssions are the key both to the
common understanding and to the change. All the te@mbers, both team leaders and
team members, need to discuss to have a commoumdge@gnd common understanding
of the notion of PDM and all the related conce@sly when this is clarified, it is
possible get started with creating the one orgéioizaeveryone can feel oneself
comfortable in.

I've thought that one option might be to start mayvihese weekly meetings
on IT level. Just really to start going throughrgs. ... we have quite
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different understanding even about some very hasies. And it will mean
that the beginning will be a pure conflict when veally start working
together. And because of that | would like to dat for the concept, for
reaching a consensus and making it work, for that¢hange management
is quite crucial.

But yes, | would like doing things together andcdssing. Now it's all
about yourself, how much you can manage, havegttreo, know how to,
are capable of and can be bothered with to takes adrthings and clarify
them.

In addition to the discussion, the intervieweesehalso thought of other ways for
reaching a common understanding. It is also impbttaagree the ways of working and
to have the feeling that we are doing this toge#imel working towards the same target.
Even the word force is used by one of the intereiesvto stress the fact that it is not
even enough to agree something together but aldo tbe follow up, to make sure that
the change is really happening and to the rigletctiion.

Mostly, well, really to force people to work in thgreed way and with

common concepts.

Well, we should like have a drive to do it and tkieese, to have a common
understanding with the responsible persons thatpwi together. In this
way we would have more drive in advancing things.

The change management must be done in practical &d work must continue as
long as needed. The wanted changes do not happieimgelves, and it is not enough
to just tell a person the name of her/his role giommple.

| don’t know, | mean it feels however you think @it well | see that this

will not start working just like that, this just den’t get started. Like, either
it goes so that the other side will just twiddleitnthumbs and the others
are doing the tasks, or then there will be a huge, wr we can maybe have
some persons changing sides so to say, but theatepsides remain and
the fences remain. Or then we can maybe have stiteateas that are ok,

but other areas just go to hell.

Gronroos (2004, 87) has found several reasons hdyacit knowledge, the knowledge
that is beneath the surface, hidden and not cleésliple, cannot be transferred from
one person to another. As one of them he has lieedack of time. This is also what
the interviewee refers to: it is only possible #operson to take on new responsibilities
if there is someone guiding her/him. The officiaformation can be found in the

documentation, if such exists, but a large parhefinformation needed to handle the
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tasks well is not written down on paper or canmn®telzplained to others in simplistic
words.

The only chance there is, in my opinion, is to dh& guy some time. But
with guidance. It takes the time from two persamssbme time, and. But
otherwise we will not have any substitute persamd i& someone falls ill,
then we just don’t have any.

It has been understood that it is not possibleh@ange everything at once and have
successful cooperation in all the areas immediafEhe problems need to be tackled
one by one. A decision is heeded where to startlael it is important to continue one
step at a time, according to a plan.

And we should start from something a bit easiekelLiyou can't solve
everything at once, but start somewhere.

This idea is supported by Pohjonen (2002, 23). &ys shat even if the effort to develop
ways of working is a good thing, it can go terriblyong. Trying to make a huge leap
either from technological or philosophical pointvaéw is especially dangerous as it is
impossible to go from level N to level N+2 at ora &o the target is to develop each
area with small enough steps. Otherwise it is jpbsghat the benefits gained in one
area are lost because of problems in other area.

Tsui and Karam (2007, 65) share Pohjonen’s view @minue that it is important to
follow with care the decisions made about toolecpsses and methodology. Nothing
should be adopted just because someone else ig doinsing it and experiments are

needed before making a major commitment.

4.2 Line and Project Organization

4.2.1 Roles and Responsibilities

The current situation of roles and responsibilitissquite unclear in the studied
organization. The basic feeling the intervieweegehia that there is still much to do:
either it seems that the roles and responsibiliieese not been defined at all or if there
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are some nominations, for some reason the pergsemaacting according to their new
roles.

In the program we don’t have any roles and respuhies in the expert
level. That's what this is all about. We have bkied of asking that where
are the descriptions and there are none. Maybe ih#te reason why it is
like this, like.

It has also been noticed that persons can be ctang® one role to another in the
program. These changes have not been handled |y,oged the result is that the work
that has already been done to define the rolesempibnsibilities is thrown away.

Well this is, | have now come to the other endt gragram can change
persons, and they have done it, occasionally. Aed there are no roles in
the end.

The interviewees understand that they need to treeathemselves to find their new

place in the organization, but they also feel thare is a limit: you can only do so

much on your own without any support and help frgour managers. This causes
problems in the whole organization or team as iln@ only the person who is

nominated to the new role who does not know whaheians, but also the persons
around her/him might have wrong expectations. Thislead to a situation where some
tasks are not taken care of by anyone and on ther dtand there are two persons
working with the same tasks without knowing abadteother.

Well, ok, | have this new title, but no one hagrdbably should have
actively found out myself what it means. - - lit®| what are all the things
that are your own responsibility.

Well, maybe the effect is that the persons whotdwtessarily know what
the role means. When they take it, understandttieahominated person is
not acting according to her/his role, or the perssge that the area is not
working correctly and thinks that the nominatedgoer should take care of
it. Then the person starts doing something as géte tired of watching the
situation from aside. So the person can start domgge than s/he should,
take more responsibilities.

Based on McConnell’'s (2002, 283-84, 302) viewswgsartant as defining the roles and
responsibilities clearly, is to make sure that them members have understood both
their own roles and responsibilities and also thafsethers. Team members also need to
be ready to take tasks outside their own offi@slponsibilities when needed. This is the
only way a team can work effectively as there areconflicts within the team and all
the tasks are taken care of. Other characteritetscan be found in well functioning
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teams are supervision of individuals’ performanced afeedback, effective
communication and fact-based decision making.

The interviewees have a clear understanding wleatdles and responsibilities should
be like: clear enough so that there are no cosflicit not too detailed, as creating very
detailed descriptions might be quite difficult. &nteam of experts it might even be
possible to work without any descriptions, but ftihefinitions are needed for the
situations when changes occur in the team asitipossible for the new team member
to understand what is expected from her/him iféghemo documented role descriptions
available.

... SO specific that there are no conflicts. If thkpext is not happy with the
responsibilities, then they must be made clearde how | see it, well ok,
it's about personalities, if we have three persamsking together they can
find their roles and they don't need to be told whizey are. They can
manage it.

It depends a lot on the area. If you know veryelitthen it would be better
to know, to have it written down quite specificalbyt the detailing takes
quite a lot of time. | would start from writing thiges of the novel, kind of,
and then tell how is doing this chapter and whdasg that. And then after
a month or two we would check together if we habetter understanding.
If it is, good. Then we’ll just continue. And ilnseone starts doing too many
things, which | quite often do, then s/he is guittethe right direction.

When the roles and responsibilities are definedthacchange management to take the
new roles into use has been handled well, the pewpkhe teams can easily work
together with very little leading from their manage

In the model that | know from another company, lfaue people who are
responsible and the only task managers have isakensure that people
have it or that they have the possibility to wafkien it in fact means roles
and responsibilities and then the management neeggerfere only when,
like when they need to, but in practice they dor#d to do it at all.

In the situation where the roles and responsieditaire defined clearly and everyone is
aware of them, the whole team knows what each peisaloing and what can be

expected from the others. However, quite the opedsas been noticed in the PDM

organization and there is even some personal eqpmss of situations, when the

interviewee does not know what s/he can decide owtthher/his decisions being

overruled afterwards.

Yes, in the way, because it’s all about the faat tha person has an expe...
or role and responsibility, you can't just walk owbe person. If someone
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does, then you can ask what is this role and resipdity, if you are not
responsible after all.

| have already learned to say that if | wouldn’t thos, but in many cases |
am not the person who decides. | continue like thetause | feel miserable
if | say no, and then someone walks all over inrzute.

Mattila (2008, 66) points out that it is good teeithe coordination responsibilities also
to the experts. This is a way to increase commitnaea share the know-how in the

organization.

However, reaching the best solution for roles aedponsibilities and for the
composition of the teams is not just about thegieciwhat needs to be done and doing
it, but also about the way people feel about thengke. There is a feeling that the new
organization with new roles can work with the @rigtpeople, but only if these persons
are willing to accept the change and understand whaeans in practise and work
accordingly.

If we can define what each of us is doing, propeatyd we have time and
are willing to, on the other hand also willing thjnk about what each of us
is doing, then. - - It doesn’t necessarily meart tha would need to change
people but we need to understand what each of dsimg, then also this

organization might work quite well.

When using the line organization as a starting fpiminthe project organization, there is
always some continuity. However, when building ajgct team for the first time,
selecting the correct persons is mentioned as brieeomost important tasks for the
project manager (Tsui and Karam, 2007, 64). Butrwbeilding up line organization
teams in an existing organization, it is not pdsstb select the persons but it is more

important to know the strengths and developmentisieéthe persons available.

According to the interviewees the roles and resjpditees should be defined in the line
organization, and then the same definitions coh&htbe used in the program. Line
organization is seen as the best home for theitefig, as there are so many changes in
the program and the definitions should be quitbletaRoles and responsibilities are
related to the development discussions and those atso handled in the line
organization.

Well, at least it’s clear that it cannot be a retea as releases come and go,
and there shouldn’t be fixed roles in the releasesould be the program
with one condition: if the program creates the loegm roles and also
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holds on to them. But there are so many changekerprogram that it is

difficult and typically it is the line organizatiowhere the development
discussions and such take place, which suppontdleenominations. So the
line should be the place. So if the clear roles tenfound in the line

organization and the line can create them, thene Pperson would then
have the same role automatically in the program.

This idea is supported by McConnell (2002, 292-@Bp points out that it is a good

idea to build a project team with continuity in mjras this is the only way to guarantee
effectiveness of several projects. It is easiestéot a project and it is less probable that
there are changes in the project organization wimenalready have a good team in

place.

In additions to defining the roles and responseditin the IT organization, it is also
important to have the definitions existing with thesiness organization. Having
different understanding of who is responsible fdratvcan lead to situations where no
one is responsible and important decisions areimgss they come too late. This can
even lead to delays in the projects, if there rsefcample overlapping testing going on
in the same database and the proper coordinatithredctivities is missing.

This is it, from IT point of view the activities tre business side are quite
invisible to us. Like when they are doing and whatd then accordingly it

is sometimes unclear in the IT organization whdadgg, how is doing and

where, when is doing. Some coordination would bedeé to make this

work.

There are similar experiences in the benchmarkedpaay. The suggested cure is to
decide the roles and responsibilities and waysarking, and then use these definitions
unless a need for change is noticed. If sometheegls to be changed, then the change
must be managed so that it is clear to everyon&ingin the project what is changed
and who is affected. And also the follow up is imtpat to make sure the change has
really happened in the everyday work, not just apgp.

Like in the future the organization should be thaugf quite carefully, and
these roles and responsibilities and who reportsvimm. And then really
stick to the plan. Or if it is noticed that changes needed, then it has to be
done so that everyone is definitely aware of thenge that is happening.
And then works with that. So that everyone wouldkvazcording to the
specific model.
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4.2.2 Working with External Persons

Outsourcing is a practice where another companyhired to make software
development. Having external persons in an in-h@usgct led by an internal person is
not outsourcing but staff augmentation. In outsimgrdT is the customer as it contracts
for a service or a specific body of work and thpier is responsible for the delivery
as agreed. (Tayntor 2007, 359.) It seems that nigtio practice but also in literature

the term outsourcing is very often used insteastalf augmentation or out tasking.

In the studied case there are also external perbotts developers and testers, working
with the PDM systems. They are augmented staff.rdlege the same roles and
responsibilities related open issues with the eslsras there are in the internal teams:
it is not clear for all the internal persons wha external persons are supposed to do,
and also vice versa. This causes misunderstandmfj®ven problems, as it is possible
that everyone thinks that someone else is doingeaific task when in reality there is
no someone else and the task is not done at all.

| have been disappointed in cases, where we haya@haxternal person in
a project and the way s/he does it, is like thissk what have you tested,
where does the information go and the answer dadt’t know”. Like | feel
that any of the internal persons | know couldn’t t@sting like that, like
“I've been sending the data”. “Where does it go?I'don’t know”.

When the internal persons find out that there as&s no one has taken care of, it is
quite laborous to start clarifying the case anddavhat has not been done so far. The
internal persons also feel that the tasks theydaneg are invisible as in the planning
documents it says that the external person is nssiple for that specific area. The
clarifications are not planned anywhere, but gtitthkes time of the internal persons and
this time is away from the tasks that have beennad for them.

These certain data loadings are done after dataesdfes in the test
databases, and then | receive the question if dlaelihgs have been done
and what has been done. And for me to find ousthtels, as | haven't, if |

had done it myself | would have probably informdiemw everything has

been sent. But for me to clarify it now, eitherdecking from the database
or by asking, well it's like, not quite as mucht lalmost as much work for
me as if | had done it myself. And now I've likeelaothing.

According to McConnell (2002, 491) outsourcing ubsu#rings both benefits and

disadvantages with it: he says that outsourcingdda loosing control and downsizes
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company’s own development capacity but on the otmend brings either faster
development or smaller costs or both. From resouraeagement point of view the
biggest risk is that outsourcing leads to a situtvhere there is not enough expertise
inside the company doing outsourcing. Then the @mps at the mercy of the partner:
partner can dictate what to do and not to do amdetlls no one to question them.
Technical internal expertise is still needed towaersto the questions of the partner and

to do testing.

The interviewees know that they are not aware efdbntent of the contracts that are
created with the externals. This makes the dailgkwdifficult as they feel that there are
cases no one is taking care of, and no one malesi¢hision on who should be
responsible for these cases. Still just leavingeheases aside is not an easy option,
even if the interviewees knew that they would bevedd to do it.

Of course we can buy development from the congsltant | feel that it, if
it is the purpose for the external consultant torkvim this specific area
daily or continuously, it hasn’'t been working vevgll. | don’t know if their,
how it has been agreed or how it should be if wa'tcparticipate
everything ourselves. Like these large areas thatleft totally, like you
don’t have to take it, no one needs to take a standho is responsible for
these. And still in most cases in the real life sone should say, or | feel
it's really difficult, when someone asks me andithevould just leave it,
like this is not my business, I'm not even tryiadihd out. Probably I'm
allowed to do it, but it’s difficult.

The general understanding seems to be, especralthe higher management, that
having an external person in the team is havingxm pair of hands. But software
development is not so straight forward that a news@n could just jump in and start
doing what is needed. And even the experiencedredtpersons often need help from
the internal persons, if they are mainly doing #otual system development and still
there are things that need to be clarified with blisiness persons. This is often not
noticed by the persons doing the planning. Howevers the internal persons
supporting the external persons who feel that #reynot using their time efficiently if
they are answering to many questions from the eaterand the time used for this is
not planned as an official task.

Well. | have experienced several times with thesermals, some of them,
that it's quite a burden, that they say yes, yeswall do it and then there
are quite many questions. And it's not, it's likeeastep, which is nowhere,
even though you have said that it’s not visible disdnot counted as work.
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It's not marked at all, well ok, give support haltlay in the week for these
persons.

This is supported by McConnell (2002, 494) who dingg when outsourcing software
development most important task for the internakrspes is the requirements
specification. Only internal persons know how tlempany operates and what the
current processes are. Careful requirements spaidn is the absolute condition for a
fixed price contract: without clear requirements tiffers are either really high or the
partner giving the offer does not understand tl&sriincluded in the project. In the
studied case the internal IT persons do not neggskaow themselves the processes
but they are the ones to contact the correct psrand do the clarifications needed.

Even if McConnell says that the requirement spe&iion is the most important task for
internal persons when using outsourcing, also tipervision of the external persons is
quite important. The motives of the external pessaght be different from the internal
persons’ ones and this is something that needg taken into account when working
with them and doing the follow up of their tasks.

And then the situation that we have, that this pens an external and in
the fear of loosing his job he is doing the taskthis other external person,
as he is handing them over to him.

In the benchmarked company it was noticed thathallinternal project members need
to know what has been agreed with the external emmypespecially about the

responsibilities. They learned it after the wholanagement team of the project was
changed and then there was no one in the projectwauld have known the content of
the agreements in the level that is needed in\tbeyday work.

In practice all the four internal key persons left. Then the new product
manager started and tried to get things going, beitwas quite lost as he
came from another area. - - It definitely should dmethat every internal

who is participating the project knows about thentcacts, how they have
been done and what are the responsibilities. It \wage unclear in our

project.

There are some critical factors that will make thésourcing relationship to be a
success:

* aclear understanding of each partner’s goals,

» shared accountability,

» flexibility and
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* the WIT (whatever it takes) factor (Tayntor 200743/5).

In short, it is vital for both the customer and thgplier to understand the target in the
same way and work together to achieve it. Compresnge always needed along the
way, but this is not a problem as long as bothigmdre willing make them. As well as
the supplier has the “whatever it takes” attitude the actual development work, the
customer needs to have the same for setting uprtdoedures and practicalities needed.
This way the end users requirements can be mebad gooperation, not only as
contractual partners. This is important for theufatas the new PDM application

development will be done using real outsourcing,amby staff augmentation.

4.2.3 Building the Teams

The unclarities in the roles and responsibilitiagéheffect also on the team structures. It
is difficult for the interviewees to understand whes the new organization is reflecting
only the new application and related roles, or &haoloe old system also be somehow
still taken into account. And even if the organizatwas built only with the new
application in mind, it is not possible to leavé thie old tasks immediately but the
change needs to be planned carefully. There halket@nough support from the
managers so that the starting point for the restring is clear to everyone: how much
time people are using for the old tasks and howimiacthe new ones.

Is the team created so that we, the persons whe bemilar tasks, are in
the same box, do we continue roughly in the sameweahave worked so
far? Or do we think that this is now, like everyohas a new job
description? And then, it should be quite clearalgth the line manager
that, like agreed, that if there are changes, whatxpected from me.

In Mattila’s (2008, 82) opinion it is important fahe persons to understand how the
change affects her/him. In addition to knowing wisaexpected by the managers and
the team it helps when one can clarify the follayvthings: what am | expecting of the
change and how can | make my objectives to cong &mud is it only important for me
to cope with the situation or do | see possib8itie develop myself and succeed.
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The interviewees have noticed that it is not orilg knowledge the people in the
organization have that matters when building a tdaum also the personalities of the
team members affect the cooperation in the teamingahe same understanding of
how to do the tasks and trusting the team memligsessmetimes more important than
the knowhow, which can always be acquired. Theev&n an idea that the teams could
be built so that persons who like to work togetiieuld be in one team.

And | don’t know if we could, but it seems a gadehiif we could look at
the personal chemistry. Like we have clear evidariagases where all the
persons just can’t work together and then thera war. - - 1 would like to

be in a situation where we can have the personslikbdo work together in

one team. And | would like to see where it leadsAnd maybe it is the
attitude towards work that matters, not directhuy&nowledge or what you
do, but the way you do it.

When working in a team where the collegues areeajibu, they can also more easily
notice if you have issues you need help with. Hpiglies not only to the exact tasks but
also to the overall situation, for example with wayad.

It's not, like, sometimes the colleagues can, egiles who are similar
enough can notice what is your situation.

According to Mattila (2008, 16) a safe working coomty also helps in a difficult
change situation. Team spirit and solidarity growiom the feeling of reciprocal
dependency. The trust that we feel towards oueaglies is born with the good spirit in
working community and with the solidarity that iendonstrated in tough situations.
Venkula (2005, 141) extends the understanding usft tby saying that the main point
about trust is not knowing exactly what someoné aalbut trusting that s/he will do is

fair and that s/he takes care of her/his respdiisbi

One of the interviewees knows that also psycholsgian be asked to help in creating
new teams. Again it is the personalities than thkkssof the team members that is the
most important factor when building the teams.

But I've heard that some managers in another compaihey use
psychologists when they start building a new tearthere are substantive
changes in a team. - - The psychologist createsraalysis of the team
dynamics. And the idea is to find the possible gl and also some
guidance for leading the team. And what kind ofy lbe roles should be
like, and such.
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According to Pohjonen (2002, 52) there has to Ik tariented, self-oriented and
interaction oriented persons in a team to makegtbap functional. The psychologists
could help in defining the personalities and thi®imation could then be used to form

the best possible groups from this point of view.

From system development point of view it is impottédo know the comprehensive
objective of the team to be able to build an effecteam. On high level the objective
can be related either to problem solving, beingtive or tactical performance. Problem
solving is needed in fixing use phase softwaredieicts, team needs to be creative when
building a new product and tactical performancesngcial when developing a new
software release. Based on this information you lwaild the team so that the most
important characteristic is emphasized. (McCon2@02, 300-1) In the studied case the
characteristics needed are being creative anctghgierformance. Even if the persons

already exist, this is good to remember when omjagithe work of the team.

The interviewees also have a proposal that thedezmuald be built from down to top,

meaning that the people in the organization coelihd the team structures themselves.
It is something that the interviewees have nevereduefore, but this is quite natural as
it is very seldom when you are in a situation ttint whole organization needs to be

renewed or restructured.

There are different team models that can be appliedn building a team. As the
models can only affect the internal activities deam, the team can choose the model
itself. Example of this kind of team is “hidden ni&a the management is not interested
in following the work of the team in a detailed éévthey only need to know that the
team is working to achieve the agreed objectivéeheOtmodels are more or less
bureaucratic with agreed roles and responsibilitied a leader, from SWAT (Special
Weapons and Tactics) groups to sport teams. Theoparof the models is to offer
different kind of ideas that can be combined anlizatl when building a team, not to
give exact instructions for building a specificregMcConnell 2002, 304-13.)

Combining features of the business team, charatitsriteam and professional sports
team would be most beneficial when building a tahat works with out-of-the-box

system in a larger program. A leader that commuescaith and reports to the program
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management is needed (business team), inside #me teere needs to be several
separate teams and each of them is responsibéedpecific area (characteristics team)
and the leader of the whole team is in a supporthg from the technical development
point of view, her/his main task is to make surer¢hare no obstacles for the effective
work of the other persons in the team (professispalts team). (McConnell 304-13.)

The target of starting from the bottom is that peopould really discuss together and
find the best solution also for building the orgaation in the same way they usually
find solutions for the technical and system relassdes. Still there is some doupt in the
minds of the interviewees whether the structuréhefteams could really be defined by
the team members themselves, but they would likeytib.

| have said in unofficial discussions that | wolike to have a situation
where we can build the teams ourselves, to havthénsame team the
persons | want to work with. And | would really€lito see what would
happen.

To kind of build the cooperation from bottom up. Fhat way | think we
could break down the fences. - - This is sometthag just came into my
mind and when you think more about it, it's quitgod idea, but how to do
it in practice, that's another story.

McConnell (2005, 293-94) states that people wanwvéok in almost any kind of a

project when they like the persons they work witld #hey are even less likely to leave
a company. The understanding that experts fronerdifft companies working together
leads to good results not only from technical bsb drom organizational culture point

of view is supported by Erkkila (2001, 64, 186).eSSays that the sooner the people
start really working together with concrete isstresbetter real merger and the creation
of new common culture gets started. Working togetiieo diminishes the stress and

uncertainty.

In the program it is important to have expert teameddition to the teams that form the
hierarhcical organization. The hierarchical orgatian consists of area specific teams,
like concepting, IT and training. To have an e#i organization, there has to be also
the experts from different areas working togett@n example when creating a new
solution that requires changes both in the coneemt system, and probably also
training for the end users, the solution shouldcbeated by a team where the best

experts for the solution in question from the hieingcal concept, IT and training teams
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are members. The cooperation of the experts is agwrtant with issues where
comments are needed: there does not need to bifispEam meetings but the experts
need to know their counterparts so that they camaod them easily.

There are the teams, like bubbles. But this is aihlg hierarchical
organization. Now the task of the team leader® isreate subteams of the
experts that are in the bubbles. - - You draw lifigen one bubble to
another, and the line stops at the persons in thigbles. Then these lines
are different teams.
Venkula (2005, 80-1) says that in an unstable enwirent the decision making should
be as fast as possible and that this can achieyeanieating real, flexible cells. These
cells are then allowed to and able to make indepaindecisions. Still the most
common way to organize work in a change situatotoiadd more hierarchy into the

organization and thus stiffen the work still more.

4.3 Leadership and Management

4.3.1 Leading the people

According to Harris et al. (2004, 134) the sucagdsfader acts as a fellow worker with
their subordinates. S/he understands that cooperati sharing ideas and insights is
better than competition, it is even the key to thrganization’s survival, problem

solving and growth. The leader needs to facilitei@mwork and ensure professional

synergy in her/his organization.

Form interviewees’ point of view most importanttire leadership seems to be the right
attitude: you are interested in your subordinateskvand tasks and if you do not know
enough, you are willing to learn. However, the Imanager of the experts does not
need to know, and possibly even cannot know allddéils her/his subordinates are
working with, but s/he needs to have general unaeding so that s/he is able to
discuss the work with the subordinates and alsp Wweken needed.

| would like to be in an organization where the @ger knows at least
something, I’'m not saying that s/he should knowualewerything. But like
this situation, that the manager knew almost nahfor a year, and even
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now very little, of course s/he is now trying arbibre. But the idea, that “I
thought that | don’t need to know what you realty,dt just doesn't.

Finding the right balance is important: to know wtie help and give guidance but also
to know when to trust the subordinates and let theake their own decisions. Learning
by doing applies to also to software developmemd, far the learning to happen, there
has to be room also for some mistakes. Lehtimd@0§2191) proposes that the spirit in
the organization would be such that making oneakesis accepted if you learn from it
and do not repeat the same mistake. Gatheringnmafiton about mistakes is only
positive if also the fix is included. This way & possible to plan how to avoid the
mistakes in the future.

But in the first place the person should like inelegiently ... on the other
hand the experience that you are allowed to. Onotiher hand if can take
care of, can solve some problem alone, then itasiee to motivate the
person. Than to guide always. Like if there is glsvaomeone guiding you,
where does it lead? You can’t make any decisionghyself.

In addition to understanding the content of theknarhigh level, it is important for the
line manager to know what her/his subordinatescapable of doing and also the real
work load they have. Of course the allocationspaaned and hours are reported, but
these do not always tell the truth well enoughtf@ manager to know if modifications
in the plans are needed. Especially in a situatibare there is a new task and it needs
to be decided who will start doing it, the manageeds to know who has the needed
know-how to do it but also if s/he has time for it.

If more resources are needed in a specific arean tyou have to think the
possibilities, in my opinion. If you know someor® wefinitely can do the
task, if you give it to her/him, and s/he is alngadth a lot of burden, then
it's possible that s/he isn’'t anymore able to de tither tasks, which s/he
was doing properly before.

When the manager knows her/his subordinates, benatices if someone needs extra
help in adjusting to the new situation and findingr/his place in it. One of the
interviewees has the feeling that the organizatonld be more effective if all the
persons were working actively in the right place.

But then again, | feel that the internal persortbei in the line organization
or in the program need to be activated. We haeast, | feel, one person
who could be more active. - - And like, | don’t wneho should do it.
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When leading people it is not just about knowledgel know-how, it is also about
personalities. Somehow the managers would needdav kheir team members well
enough to know what kind of leading each of theradse This is important especially
in a situation when a person is taking on new resjlities, as it is not only the
manager who guides the person with the new tadks. the colleague giving guidance
needs to be motivated and possibly instructed \imat of and how much guidance is
needed.

If the person only walks behind you, then thatlissébe does. This is my
opinion. It is then difficult to motivate yoursédf have the person included
in what you are doing, in everything you do.

Lehtimaki (2006, 114) says that leading is situzdio the leader needs to know the
persons well enough to know whether to give a Wiegh level instructions like “please
go and create this plan” or to guide the persomame detailed level like “Please create
me a plan about testing this interface. Contacsdhpersons and go through the
interface specification with them. Agree the dstaihd make sure the persons ask for
approval for the plan from their managers.” Lehtim@oints out that it is very
important to know what kind of leading is needediifierent situations.

Knowing the subordinates is also important fromwitoek load point of view. There are
persons who are willing to take on new responsiediand do not want to say “no”
even though they will then have too much work |dadh situation like this also the old
tasks can suffer. However, the interviewee ackndgds that it is probably difficult to

find managers who know their subordinates this wdllleast a quite close connection
would be needed to have this kind of understanding.

It can also sometimes go, regress. If you are giermany responsibilities,
it can lead to a situation where the person cargtilanymore. And then
it's, because of that it is good to have someoweiad who notices how this
person works, and then sees it when s/he is gangositive, when to
negative direction. But do such persons existhecessarily.

Even though reporting is usually seen as a wayidrol the subordinates, it is also a
way to get better understanding of what they areking with and how much time they
are using for each task. This is also how the wearees see reporting. In the current
situation the best report of one of the intervieweaeork is the fact that the application
works. Still the interviewee has the feeling thather/his manager knew her/his

situation well enough, s/he could be more effedtivieer/his work.
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At the moment | don’t report my tasks properly ng@ne. It can be noticed,
what I'm doing, it can be noticed in the fact thia¢ application | work with
works well enough. At least | haven’t been lazyould be more efficient if
needed, though.

The experience the interviewees have about leaigenstthe program and projects is
not very flattering. There is even the feeling tlegtding people is not done at all, but
only the tasks are being managed. The interviewessv that leading an expert
organization is not an easy task. They see thandh@nations for the manager roles is
one of the reasons for the current situation: dni@® experts is nominated as a leader
and then s/he is not able to handle to whole antddzuses on her/his own expertise
area also in the leadership.

Yes, yes, but that's exactly it, project work ediag the people and that is
not working now. There is lack of know-how. Like ot easy to lead an
expert organization. That is not mastered at thenerat.

In the literature there are even ideas that thg task a manager has is to create and
manage the culture in the organization. S/he needs/e the personnel a context with
which the issues are explained and can be undetstBlowever, the part of
organizational culture which can be seen and isnconty acknowledged is only the top
of the iceberg. Below this is the agreed part wiiak not been documented. The lowest
and largest part is the subconscious area of therewhich can only be understood by
examining the way people act and work in the ogtion. This is also the part of the
culture which guides the work in the organizatiow @ more stable than the official
guidelines that can be changed easily (Mattila 2@28 25) Thus to be able to manage
the culture the manager really needs to know tlgarozation, not just the official part

but the real life, even in detailed level whenates to ways of working.

Reporting is seen as an area where there is needde transparency. With current
way of working the reports are only the tip of theberg, but it is not possible to find
the iceberg anywhere.

You can only see what everyone wants to lie, thatiat you can see as you
can't dig into it. You can’t open it anymore, thecdment. - - It should be, if
you want to find out, it should be transparent Isattyou can go and check
the documentation of the group, you can see whataly happening in
there. - - Some kind of consistent way of worksm,that it would be
transparent.
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Lehtimaki (2006, 108) sees that there are two kifdsroject managers. There are the
ones, who want to share as little information assgae, both out from the project team
and into it. This way they feel that they can pcotieir team, solve all the problems
themselves and be heroes. But there are also pnuacagers who understand that
heroes die young and that it is best to share ahrmmiormation as possible to have
transparency in the work. The open environment gjitlee whole project team a

possibility to discuss all the problems and soheant.

Even if the manager does not need to participatalithe discussions and meetings,
s/he needs to be the enabler for the cooperation.

But how the teams work together, it doesn’t neadgsaean that there
always has to be someone, all the team leadersamagers participating.
Of course if it is needed, if there are persons wéed the support, then one
of the managers can be there leading the meeting.

There is even fear that the way things are managethe moment will lead to a
situation where the business loses important datdhe personal level the lack of
leadership leads to decreasing motivation.
And I'm especially bored with the way these prgeate now being
handled. I'm not at all interested in doing thekakut I'll do it anyway.

But | would have expected something from the manageof the project or
middle level or somewhere. Like these, it makeson@ed, if | have tried
to check things, I've been asking myself if thisiasv ok and then I'm
answered that “yes, yes, you don’t need to do angth And then after a
month I'm facing the fact that it’s not ok.

Pitkanen (2006, 15) says that in change situatibedasic condition is that managing
tasks is in control. However, leading people igeoiten more difficult than managing
tasks. In large organizations there are severaessshat cause conflicts and if there is

not enough room for interaction then the negatireds start affecting the cooperation.

What makes the studied case even more challengindatt the persons in the IT
organization are working in the middle of two chasigthere is the change caused by
the merger and then there is the change that iayalwart of the work of people who
develop systems. Like Pohjonen (2002, 15) saysesyslevelopment is always a
change process in the certain environment thaarsesl by the development team. This
double change can be seen in the expectationseointarviewees: they are the ones
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who are changing the work of others with the madiiions of the systems, but to be
able to do this properly they need help and sugpom the management for the change

they are going through themselves.

The interviewees’ understanding is that leaderghifhhe projects is about coordinating
and making sure that the right people are workoggther. It is not about doing the
actual tasks yourself, but finding the capable @essto do them and making sure the
whole area is working well. To keep the team memipeotivated the manager should
give the credit to the person it belongs to, anctace it her/himself for the single tasks.
The manager can take the credit when all the thake been done in time and the

project has reached its target.

The task of the team leaders is not to lead thekviboit to make sure that
there are the right persons working together. Nca&sgion is needed if the
teams work.

The person can take the credit for having been ablgese the best possible
persons for doing the task. That's the positiorthaf manager. - - In my

opinion it is not the manager, who does the wotksine knows who is the
best person to do it and uses her/him. If the man&gows how to, can

coordinate the tasks properly, then s/he is doingpad job. And s/he can
take the credit for it. But in my opinion the maeagan’t take the credit for

the work. This is how | see it. And sometimes it & even more

demanding to coordinate the tasks.

4.3.2 The Importance of Meetings

In the projects the information needed for managénsemainly shared in meetings. Of
course there are also discussions of individuaisalrorrectly set up meeting is a good
way to get an overall understanding of the situnatibis not important only for the team
leader or the manager to get the latest understgrafiwhat is going on, but it is also
necessary for the team members to hear what aéinerdoing and what kind of issues
they have faced. This is especially important iojguts where the team members are
working in different sites and they cannot have &uorridoor discussions”. In some of
the projects the meetings have not been invited.

There is so much, like we don’t have that many compmeetings], if you
think about the program work, in the latest releage didn’'t have any
common, like for the whole IT team. Like then eweeywas working
separately. In the previous [release] we had ITntéa | can’t remember
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further. And now we tried to have also in the rekeave are now working
with also some common [meetings].

Lehtimaki (2006, 59) has quite strong opinions d@lieams that are situated in several
locations: he says that there are no virtual tedintse team is a virtual one, it does not
really exist. In his opinion the only way to achgeenough communication and the right
team spirit is that the whole team is situatedne tocation and even sits in one room.
My own experience has proven otherwise: it is gpdssible to have virtual teams, but
the communication needs are different and the rsadeed to understand this. For
example using chat tools is a good way to coopgehatethere is also more need for

meetings, where all the relevant persons are gaating.

A meeting is only as effective as the chairman l# theeting. The interviewees’

opinion is that the person who invites the teamtmgeshould also be the chairman and
the secretary in the meeting. It does not mean ttiatchairman should know and

understand all the details without any explanatidng s/he needs to have a plan for
how to go through the issues on the agenda ancue & real leading position. The

chairman should know what are the issues that teebd discussed, but of course there
has to be some room for the urgent cases the ipartis want to bring up.

But like in the meetings, thinking about them, gkeson, who invites them,
should have some kind of leading position, and @soidea how to go
through the meeting. Of course then people havdik®,when I've been,
and have to ask many things, but still.

Like there’'s always one person, who invites thetimgewho’s the driving
force. Then it's better that the driving persorthg one who takes care of
documenting and such. And then it should be inhiseemterest to have the
case handled. Then if someone else is interestdtkicase there can be a
conflict if the discussions from the meeting aredaxumented.

This is supported by Lehtimaki (2006, 56-7) whossdélye chairman of the meeting
needs to plan the structure of the meeting sotli@imeeting has an objective and an
agenda. All the preparations need to done carehdipre hand so that no time is lost
when the meeting should already start, for examapléhe materials need to be ready.
Even if there has to be room for discussions inrtfeetings so that all the needed
opinions and information are heard, all the isstned require detailed clarifications

should be handled separately.
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There are different kinds of meetings for differpotposes. And also each meeting type
needs to have its own practices to be effectivee ifiterviewees recognized at least
three types of meetings: status meetings, ad hatimgs which are usually needed to
clarify an urgent issue and meetings where issuesdscussed and the target is to
create a common understanding of a certain subjdat. last type is almost like
workshop.

Like when we are talking about status or a typipabject meeting then

there should be the continuous follow-up. And th#the status.

And then there are these ad hoc meetings, in whismot about status but
something to be taken care of. Like these are,arbity opinion, then there
should be the person who'’s responsible for the .area

Then there are meetings where the target is to havecommon
understanding of something. And then the resuit igarticipants’ minds,
not on paper, and writing it is not useful as neomould read it, because
the discussion continues in the next meetingkltid of - - discussing high
level things, the result of one meeting, if it wWlasumented so that everyone
would understand it, it would be several pages.

In addition to the meetings which have a cleardfrthe meetings are also needed for
more unofficial discussions when people are workangseveral sites. This applies also
to situations when the team is working with the saapplication. Of course team
membes can organize these meetings themselvesyrdially when starting the multi-
site work it is better if the team leader make®gbere are meetings like this.

We are on four different sites. Like then it's ribgt we have the one and a
half hour weekly meeting, that is the time whertogether, it's not that we
would want to report to our manager or the teamdka but it's the time
when we discuss many things together.

In each meeting it is important that some kind afiutes is written of the content of the
meeting. In status meeting the minutes can betafisssues which are discussed in
each meeting and the status is updated for eacle issevery meeting. In ad hoc
meetings more background information might be neghet recording the decisions is
very important as these meetings are usually ozgdrio understand and decide what is
the best way to start solving a problem. In theksbop kind of meetings it is not
necessary to record all that is discussed, butttget is usually to create documentation
of the subject that has been discussed.

The meeting minutes are created, whether it's agoqwoint or whatever,
they are created during the meeting. And it's notlified afterwards. - - So
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that the content is decided during the meeting ttweth no one should have
anything to say about it.

In the status meetings it's quite clear that whew ywvrite the meeting
minutes, then there is something about every ngeetin There is always
something written down and you can follow, and tloéh things can be
moved aside later.

Then at that point we decided that now it is timenrite documentation,
meaning that someone needs to do the hard woekwliite, to use a lot of
time to create the document and then we’ll revieavthat we can finalize it,
the common understanding.

Still it is not just about having the minutes weitt they must be written by a person
who knows what s/he is writing about. Otherwise thmutes can be even totally
useless.

This way of writing the minutes, there are secliemwho don’'t understand
anything what they are writing about, it really do& work. - - We need to
try to have transparency in what we are doing anchust be possible to
trace back everything. You can go through one tlaind see who is doing
what.

4.3.3 Making Decisions

Decision making is almost like a form of art: yoeed to know when you can make a
decision both from your role point of view and afsam the information point of view.

It is not enough to have the role that gives yauright to make decisions but you also
need to have enough information so that you know @ making the decision based
on relevant facts. And after the decision is mgde, need to do follow up to make sure

the decision is respected and to know the decismsthe right one.

In some cases it is not enough to decide sometmdgdo follow up but there has to be
support for the persons who are affected by thasmec Also communicating the

decision and making everyone understand what itnsea practise is part of the

decision making task, when it is done succesfully.

Decision are done, like, sometimes they are ddrezetare decisions, they,
| feel that ok, now you made a decis..., you ligeepted this. But then when
you need a kind of a stamping, that yes, this v tios actually works, then
there are these fine, even from high level, that me work like this in this
area and if takes this many hours, then you dotlke But then again, to
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have more than just the one email, where therédn@ésane paragraph, to
have the help, then it feels like there is nonepm®is interested anymore.

In the program experts have not been listened their views and comments have not
been even asked before significant decisions haen bnade. Because of this the
decisions have not been accepted by the expertsvem by larger audiences, as
important aspects have not been taken into accandtthe experts have not been

committed to work according to the decisions.

No preparations by the experts, but everything asej the management
prepares. And it means that the result is not atadap. Like, usually, very

narrow view of the whole case, there is no widawiwhich is usually

needed so that the work can continue without adsfliNow there is the
problem that many views are not taken into accadratll and then there is

not much commitment. Especially in an expert orgation, like we have.

It is also the message from the benchmarked comiteatythe information from all the
relevant experts is needed before decisions candoe.

Like it was interesting that the core team wasthuyp and the persons who
were invited in the beginning, there were some@e<learly missing. Like
for example there was no one who knows the appitain the beginning.

There was only the infrastructure expert, like aternal person, and then
someone got an idea that a person who knows thikcappn needs to be
invited, then | was also invited. - - They notidkdt there are so many
things that need to be asked from me. Then thdyapip decided that | also
need to participate in the meetings regularly.

Experts also need to know that they can make tbesides their roles entitles them to
make and that no one will come and change the idacwithout discussions. On the
other hand the management should not make anyi@eswithout comments from the

experts.

Like having the control and the support from thenagement for the single
experts in the cases where they have the role, dhai role. In the program

there is always the danger that the program managgrmakes decisions
without asking or ignoring the expert role, and rihthe whole thing is

useless, it doesn’t have any value. Like therelsse ¢he problem that we
need to have the commitment also from the program.

Lehtimaki (2006, 117) points out that the team sedhave freedom to do tasks and
make decisions it is been created for but on theroband the leader needs to know
when to participate the work her/himself. Delegatis about giving both the task and
the authority needed for task related decisionsotneone. Still the final responsibility

about the task stays with the person who deleghtethsk.



63 (89)

Making decisions is the task of the management lmothe line organization and in the
program, but doing it without proper preparationsdyomakes things worse: the
management does not have the trust of the expaittha decisions might be wrong.

At least | can’t trust this person, or persons Iien, at all. In some cases
they don’t ask for help and they make their deasilke that.

Trust is also a central part of the work commusitgapability to face a change
situation. Building trust in organization is a lopgpcess, it can take years. However, in
a change situation it can be easily broken ancetfeets of single incidents should not
be underestimated. (Mattila 2008, 15, 17-8.)

In the program the milestone decisions are made lgyoup of people, the steering
group of the program, and the decision is basetherevidence shown to this group.
The interviewees have noticed that it is quite camrthat the information given to the
steering group does not match the reality: evengha certain milestone is granted, in
practise there are still many open issues to bdfieth before the IT people can really
start their work. From the steering group’s poihtview all the clarifications should
have been done before the milestone is grantedharsdfor them it seems that the IT
persons who continue the work are not able to kkeplanned schedule even if they
could start the work in time.

And then about decisions, maybe the fact that ihiawe these fine, that now
it's really frozen, these, there was the PM2[projextlestone 2] and it’s like
frozen now. And now there is this huge amount ofsrsant back and forth
asking is this or is this not, and what is thisréh are these if sentences in
the requirements and others, what does this all mogan. Like really
having a decision that this is now frozen, thaieeded.

The ideal situation would of course be such thatrthlestone decisions are based on
truth and facts, and the situation is not sugarefdrb it is presented to the steering
group. But how to achieve this, that is somethimginterviewees do not know.

Like not just having the beautiful world that isepented to the steering
group and then the other world that the steeringugpr knows nothing
about, the world that is something totally differdrnwould like to see these
coming together. But for that one either | don'vbahe great solution, how
to change it so.
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When there are several actions happening simultehem the same area, decisions are
needed from the person who is coordinating the /laoka. An overall view is needed
to know what can be done, when and where. Thisegppkpecially to testing.

There was a message from a tester that he will nchlamges in the test
database. But was it really ok for him to do itRe.when the other project
moves from one test database to another, is it@ama in that sense? No
one said anything. And | don't, | didn’t want tbeh | didn’t say anything.
Let’'s hope that it's ok.

4.4 Managing Information Flows

4.4.1 Communication

Interviewees have noticed several ways how the aamization could be improved in
the program. In the team level it would be importanhave available information that
is targeted to the specific team as usually eamim teeeds to examine the issues from its
own point of view. The general communication pad@sagre not enough for this
purpose as the information is too high level andah be too difficult to find the
relevant parts from the team’s point of view.

Like when | think the latest release that was dionproject mode, it was
upsetting experience. Like there was nothing. Wed#re was some, like
these common messages, for the whole program andtdrest groups, but
nothing for the group that was working on the sfiecirea.

The details can also be missing in other casesxXample with decisions. Usually it is
not enough for experts to hear or read that thésnwav been decided, they also want to
and need to know the reasoning behind the decisBometimes the additional
information is needed to understand the decisidnrbsome cases it can also be needed
to be able to take actions needed related to theside. It is also important to know
who are behind the decisions, as this gives theréxopossibility to see the decision in
right light.

Like decisions, you notice all the time that thare, things are happening,
like yesterday | heard that there is a decision,ti@ight that the database
is not needed in the portal. - - There was no dantation about it. Like
the documentation, on the other hand there is taohmnformation but the
short, like we had a meeting, these people, this decided or we like
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agreed this. - - The documents you could come taaleiter on, there are so
few of those.

Lehtimaki’'s (2006, 56) way of working sounds likeeothat would solve the problems
in the studied organization: he shares so muchnimdtion and with such details that the

persons in his team would make the same decisehs$ done.

Managing the information flows and handling comneation can be easier with right
tools. Nowadays there are many solutions that @nded for storing information so
that it is easy for the reader to see if thereomething new information for her/him
available. These tools can also be used so thahtbenation is stored in levels: you
can start from the general level and dig into thiits as much as needed.

But there should be solution for having all theormhation available so that
you can also see when it is available. And tryimdhave the transparency
there. Like if something changes a bit, you cantseasily.

Interviewees would like to be able to dig into tthetails also with the info session
materials. Currently this is not possible as thdaemi@ in the info sessions is in very
general level, which is good thinking about the evadidience of the sessions, but there
should be the possibility for the experts to findt anore about the issues one is
interested in.

And then the communication for the end users, welly it's like, there is
the info session, something very general is told’sas huge material in a
very short time, and then you can’t verify it wathy other documentation,
go through the details. - - You can only see tlwatething has been done,
but you don’t know any specifics and you don’t kmgdvem to contact. You
can't get into the details, and this is something ghould be able to do.

In the daily work communication is seen as eveni®tesk. When someone has new
information, s/he would give this information toetperson who is responsible for the
area the information is about. However, for thismork the roles and responsibilities
need to be defined so that it is clear who nee#tsidav what.

It would be best, if everyone would communicatervthey learn something
new, they would know who is responsible for it ewadild tell her/him. Then
the responsible person would communicate it taothers.

McConnell (2002, 276) stresses the importance aincanication in relation to team
work. He even says that all groups are not tearas #thought so by the persons in the

group, as it is characteristic for a team thatedhier good interaction between all its
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members, and interaction is quite impossible withmoper communication. The team
size affects the communication a great deal, antmeber of communication channels
in a team does not increase linearly accordingheo rtumber of team members, but
according to the square of the number. Thus incgepr of 10 persons there are 45
communication channels if all the persons commueieath each other. In a situation
like this the communication can be effective orilit is made formal enough and there
is enough coordination in the team. Usually fortyadind coordination mean creating
sub-teams. (McConnell 2002, 311-12) Tsui and Kra@0¢, 36) agree with McConnell

by saying that “organizational structures need & gut in place to reduce the

complexity and increase the chance of correct comcations”.

The interviewees understand the importance of comncation, but they have
experienced that everyone does not. They feel ¢batmunicating is not seen as
something you need time for, and as the commupitasi not taken into account when
planning the allocations, it is then difficult tgautime for it even if you know yourself
that it is important. Especially in projects whehere are people from different teams
and organizations, a large part of the cooperasi@ommunicating.

Is it always my job to think about them, like whemu do this, then you
communicate it to these persons and then you doltike probably part of
it is my job, but then again I'm not given any titoedo it. As it's not work.
Only testing and sending data is work.

Pohjonen (2002, 51) says that according to stutkeglopers use 50% of their time for
communication and only 30% for independent prodhactiork. It sounds odd that in
the studies communication is not seen as produetor&, even though communication
would seem the best way to acquire information adetbr successful software
development. However, it seems that also in thalistl organization it is not
understood that communication takes time and peeple have communication tasks

need big enough allocations for them.

Even though communication is seen as essential gJacboperation with business
people, it is understood that having a full timespa handling the communication is
quite costly.

There should be one person from business side mtwskeverything that is
happening on their side and we should also have ibneould be good to
have it like that related to the timetables. Buto@irse the complexity and
on both sides, it's a challenge that ... not necelysar's almost a full time
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job. If it was done properly. If you start doinglike that it costs a lot of
money but is the benefit big enough, to have aiful person doing it. Not
necessarily.

Still there would be benefits in having personshbamth sides, IT and business, who
would take care of the communication. This appéspecially to testing as there is
often many projects testing in same database asdhee time, and it is easy for one
project to make a little change which then affebeswork of the other projects and can
even damage their schedule.

Well, communicating with business has always beehadlenge in the IT.

We have never had a proper interface, a singletpaiircontact so that we
could agree all the timetables so that they suérgane. And taking into
account that we are working with a large database ghe test databases
are needed for debugging. If someone is then tpstiare, it does not look
good. The UAT (user acceptance testing) can besduin

Both Pohjonen (2002, 50) and McConnell (2002, 2%6kss the importance of
communication. According to Pohjonen (2002, 51)exedboper needs to be humble
enough and ready to admit her/his ignorance. Howedwe also says that the social
skills, attitude and characteristics of developéead the communication between the
developer and the user. Thus it is important thedisons who are in contact with the
users understand how to act in such situationshand the right qualities for this kind

of work.

In the benchmarked company the communication charidhe project had not been
defined clearly. Because of this the intreviewedspe was forced to discuss same
issues with several persons, and he ended up Hengontact person for the external
company’s persons even though this was not thentiote This shows that if the
communication and communication channels are rextr@@dd carefully time is lost in
doing the same work twice or even several times eaple find them themselves
doing tasks that were supposed to be handled bgaoerelse.

Communication was usually handled by the grapevirtere was mails
going back and forth. Core meeting, or this corntethe meeting was each
Friday if | remember correctly, or Monday, and théhe main points were
discussed, but there was no clear model about whorts to whom. Like at
least | had the feeling that | was discussing weitin configuration manager
and with the product manager and between them.tieal | told them what
the external company had told me. And then we engeid the situation
where the external persons contacted me directly.
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This is not uncommon, as communication is a keyofaalso when outsourcing the
software development or even parts of it. Severattens can complicate the
cooperation: language, culture, time differencetwnek connections. Language for
example can be a problem even if everyone usesdbrag the accents can be so strong
that it is very difficult to understand one anothdowever, effective communication is
the only way to follow up the work of the partnerefully enough to be able to notice
any misunderstandings or deviations from the ptopan early enough. (McConnell
2002, 493, 496; Tayntor 2007, 378-9.) According@ &yntor (2007, 379) it is important
to discuss also these issues openly with the pastmé¢hat the methods to reduce the
risks can be agreed together. The main methodsjute basic project management
tasks: regular status reporting and milestonesdttition to these Tayntor stresses the

importance of frequent face-to-face meetings taaanh communication.

4.4.2 Documentation

The documents that are related to software devedapprocess can be divided to three
groups: product documentation, project managemecurdentation and the documents
that are related to the quality system. Productudmntation includes the technical
documents that are for the developers and thereiffeuser manuals and training
materials for the end users. Project managementingdectation is for organizing,
managing and follow-up of the project. They are timee use only: after the project
they are archived. For example different instrutdiocdocument templates and meeting
minutes are quality system related documentatitns material tells about the quality
of the work done. (Pohjonen 2002, 79.)

Current situation with the legacy PDM system tecAhdocumentation in the studied
organization is not very good. There is some docuat®n, but parts of it is outdated
and some documentation is missing totally.

We have some system documentation and some calocghentation, but
they are not very detailed. And in practice theyenaot been developed, the
documentation has not been modified since thigaud project.

However, this is quite normal for a system that hasn developed for quite many

years. Legacy system can be even be defined asterrsyor which there is no proper
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documentation available and it is not possible ndaistand how the system works if

the original developers and administrators areamatlable (Pohjonen 2002, 19).

The main reason for the deficiencies in the docuatem is that there is not enough
time for documenting in the projects. The internvéevnalso feels that the people working
in the projects are not given motivation to creael update documents. Also it is not
always clear how to document something. Overatlems that the documentation is
not seen as very important in the projects.

Partly it's because the persons have not been mtetivto create these
documents. And other thing, which is probably marportant, is that we
are doing so fast that there is no time to createutnents. And then there
are persons, like me, who don’'t know how to docujriean some support
would be needed to decide how to document something

It is good to remember that based on statisticy amle third of the application

development is developing a totally new system.tidd| rest is maintaining old systems:
modifying, fixing and further development. (Pohjan2002, 18.) From this point of
view it is very important to create and update doentation in all software

development projects. The maintenance is diffiafid time is lost if no proper
documentation is created when the new applicasaonfigured for the first time or in

the later projects.

The deficiencies in the documentation slow dowrewen prevent the changes in the
roles and responsibilities: as there is not enaggeptable documentation of the legacy
systems available it is not possible to give thik séeded development tasks to an
external company. This leads to a situation whbeegeople are stuck with their old

tasks and cannot start using time to learn the orees.

We should improve our current documentation quitetato start with. So
that we could do it. We could have them doing soht®sic support tasks,
we could have them there, but in my opinion wedcaot have them doing
anything more demanding.

It was also noticed in the benchmarked companyttteatievelopment of a system that
is not properly documented is not a project yougaa to an external company.

And you can say that it is our fault that the tachhdocumentation is not in
the level, that anyone who does not know the systerd just start doing

the changes. Like that is one, what | see in agutdjke this, before you can
give the development to an external company.
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Outdated documentation can also have serious effattthe everyday work of the
business: if people who have the not-documentdaariknowhow about the legacy
systems decide to leave, it is not possible to antee even the continuity of the
operation of the systems and especially developwfehiese systems.

If we think that two persons, who are working vilie same system, leave,
then the situation can’t be such that everythimgpst In any case most of
our data goes through this one system, and thelonlt know, how much
documentation we have for the system and is isparent, can it be found.

The current situation could be used to find outtWitave been the ways of working: the
documentation that has been created tells somed#iagt the level of current practices.
The documentation reveals at least the followindridl' documents have been seen so
important that they have been created, who hasectéhem and at which point. Once
this is acknowledged it is easier to start defirniimg new ways of working for the new
application.

We should do some kind of auditing to find out whathave and do it in
relation to the changes of legacy systems. Like toowo documentation
reviews. To check the existing documentation and ihas related to the

new documentation, and to have some kind of auit documentation can
be found, how it can be found and what is misshmgl in that way to see on
which level we are working at the moment.

In addition to the application related documentgtithere are also other kinds of
documents created in projects. Plans are the retestant ones, and for the IT people
especially the plans that tell something aboutdmeing changes. The sooner the IT
people hear about the planned concept modificattonmsew features, the easier it is to
start the cooperation with the business side with dase in question and to plan the
actions needed in IT team.

The plans for the concept area should be availdide,what are they doing
now. So that it can be easily checked if thereoimething relevant. And
then in own status meeting to say that there s kind of case, should we
do something about it. And then we could agreethage for example in

tool team, that ok, we need to ask about this amofsagoing to do it.

Like communication also documentation needs tosbepen as possible and include all
the needed details and background informatiors ttat enough to write down the end
result but also the reasoning needs to be sometdudied. This is important especially
in the situation when the existing solution is alpoh if it is not known why the current

solution is as it is, it is not possible to evatuall the effects the changes will have.
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If you start going through the product structuredabyourself and if you
ask why it is like this, you can't find the answethe documentation. There
is the data model, what information is in it, whérgoes and so forth, but
like the clear understanding of what the data madebns, why it is like it
is, that is not included.

Tsui and Karam (2007, 31) point out that documentire work performed is important
even if there is only one designer doing the waikis it to make sure that the reasons

for the decisions made can be retraced if needed.

4.4.3 Cooperation and Reviews

Reviews are often thought of as something thatstaékee and must be done to achieve
the planned milestones, but the benefits are ndenmstood. According to Tsui and
Karam (2007, 256) inspections and reviews are @aduality control. “They require
the involvement of more than one person in additorthe original creator of the
product. They are typically labor-intensive but éaween shown to be an extremely
effective way of finding errors.”

One reason for not understanding the importanceedews might be that also the

advantages of having good cooperation betweenréiffeteams during the whole

project cannot be seen if people are working iiir then teams and there is not enough
discussions between groups, especially duringitsiepghases of the project.

It's not noticed at all that the mistake in the megng, that is what costs.
Like it has not been taken into account that theletthain needs to be
thought of all along. It doesn’t mean that whenwse the waterfall model
that then we just, that the people are also divitd different phases of the
waterfall.

According to Pohjonen (2002, 16) it is good to rember that it is not a good idea, or
even possible, to automate everything. Becauséhief dome parts of the work are
always manual, and there is a relationship betwbhenmanual and automated work.
These are interfaced with each other and alsodctivironment where the system is
used. The notion of system includes also the enment where it is used and the
organizational, social and human dimensions. Thissomething to be taken into

account also when planning the system developniteistnot possible to sequence the
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work very strictly as there are so many differengiaa and options to be thought of. One
team is not able to do this, but the teams neaxddperate from the very beginning of

the project.

In practice there is a clear link between the coaien of the teams and the reviews: if
all the needed people have been participating thix 'vom the beginning, the reviews

are more like check points for making sure thahimgt essential was missed during the
work. However, if one team creates a solution d@nd handed over to the next team
through a review, the review takes a lot of time &is much more than just a check
point. And usually the clarifications continue aftee review as it is not possible to go
through everything in one meeting, and usuallydhera lot of pressure time-wise to
get an approval for the reviewed documents.

And now if we compare this situation to the goad tilhes, what we did
earlier was that we had the experts who said whethe proposal is good
or not. And typically the same experts had partitgal already in the
preparation one way or another, meaning that we bathblished ways of
working and then the review took a reasonable tifiieen we did not need,
there was no such problems that we should havewede month. But now,
in a way, as this situation is totally differengvn we really should reserve.
It's a change that should be made, but it has menbdone.

Stepanek (2005, 131) says that the most obviowsomnetor the software development
project to fail is the conceptual gap between guobnical and non-technical members of
the project team. Both the communication of thaimegnents from the customers to the
developers and communication of the repercussidrtheo same requirements from
developers to customers is the very common sourpeoblems. “The key to software
development success is frequent, on-going commumichetween the developers, the
customer and the project manager through-out tbeg with regular opportunities to

confirm understanding and give feedback " (Step&t£5, 132).

One of the interviewees also feels that there miighhidden agendas in creating the
documents by one group and organizing the reviethaothere must be a final decision
immediately available: by doing like this you caas#y get the decision you want as no
one is able to give comments, let alone make agsalpf a better solution.

Now it's usually so that the documents are delige¢he day before and then
there is the review and then everything shoulddasly. No, this is typical
way of doing it, what I've seen before, typical wdygetting the decision
you want, if you know that someone would oppose,nyake last minute
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changes just before the review and then, as thexena counterproposals,
then this is approved.

The solution for problems like this is to have theiews organized and followed up in
a defined way. And it is not enough to have theenevumeeting, even more important is
to have the documents available some time befa@arnbeting so that people can read
them. In addition to making sure that the documangsavailable, people need to have
time allocated for getting familiar with the docum and for participating the reviews.

There has to be the rules, like if a review is pkohthen also the documents
need to be ready and someone has to record it. thikee has to be the
follow up, someone from the management team dedsltow up. ... That's
why there is the management, to make sure thairtbggam works.

In the benchmarked company the idea was to haeengit persons doing reviews but
when the external company was not able to creatbalineeded solutions in time, the
internal persons started doing them also. Theretivas not enough time for reviewing
anymore. Still it was noticed that it would haveebeimportant to have someone
reviewing the solutions, in their case especialbnt the technical point of view as the
idea was not to change the concept.

The way of working was supposed to be such thaexbternal company
creates and delivers the new solutions and we rialepersons] review the

solutions. We do all kinds of technical reviewsdecanspections and
everything and then give approvals. - - What happenas that we and our
own external persons, we were all full time employéth creating the

solutions. And then we did not have any time foreiiews]. - - But there

really has to be, no matter who is creating the seltions, there has to be
an internal person who has the tools and allocagitwr technical reviews.

Reviews are one way to make sure that the work dooghigh quality. Quality can be
defined in two different ways: a product can bel$aihave high quality when it

» conforms to specifications and

e serves it purpose.
It is possible that a product conforms perfectlgpecifications but it does not serve its
purpose at all. This is an extreme example, butvshthat two activities are needed to
make sure the quality is in place: verification aradidation. Verification is the act of
checking that a product conforms to its requirememd specifications. Validation, on
the other hand, is the act of checking that aliieisproduct meets users’ requirements

and specifications. (Tsui and Karam, 2007, 257.)
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5 New Ways of Working for PDM Application Development

It is old-fashioned to say that the continuous shaist be tolerated as it is temporary.
The need for change is constant, and the cureti®rimte your teeth together and cope
with it but to find the recipe for controlled rena\w(Mattila 2008, 87.) | have listed
below some ingredients for the recipe as instrustidor the whole PDM line
organization and also the program in which the P&dlication development work is
done. The instructions are based both on the thpartyof this work and interviews.
The interviews showed the areas were improvemeatsast urgently needed and both

from the interviews and the theory | found the soluproposals.

Based on the literature it seems that a traditipnatess would suit the coming PDM
development projects better than a very agile dhes is because the PDM application
is critical system in the company, the developmertjects are large with people
working on several sites and the architecture neetike the foreseeable requirements
into account. However, the requirements are at leasly emergent and this should be
managed with the right project management practisgisteam encapsulation, feature

trade-off, triage and scoping studies.

The more specific instructions below are both ferspnnel and managers. It depends
on the job description of the person whether atrunton is something that the person
is responsible for doing her/himself or if it soimag that s/he needs to know about but
the execution is someone else’s responsibility. &@mple the instruction “Make sure
there is enough time for adjusting to changes,efample teaching new tasks for a
person in a new role” includes a task both forgheson teaching the new tasks and for
her/his manager: the person needs to tell whahisesituation allocation wise is and the
manager needs to make the adjustments needed atidbation, if any. Because of this
| have not created separate lists for differerggpbut the idea is that everyone reads the

instructions carefully and thinks how s/he can gpipih her/his own work.

Some of the instructions could be placed in sewatdgories, but | have placed each of
them into one category only. | have tried to fihe@ tategory that is the most relevant
one for the instruction in question. For example imstruction “Communicate all the
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important changes in as many ways as possible:otlahimk that having information
somewhere in the intranet is enough” could alsal@ut communication. However, in
practice it is the changes that need to be comratedcmost effectively as lack of
information increases the uncertainty and numbewonfors which most often are not

true.

5.1 Change Management

Change management is an area where there seemse wuite much need for
improvements. It is important to understand thabse of the different histories in the
two companies also the change management needs haralled differently. In short
the recipe for successful change management iedwe to make a change, plan the

execution in detailed level, communicate the chaargkfollow up.

1. Discuss the different ways of working openly arkketéhe history into account when
planning and agreeing the new, common ways of wgrki

2. Organize meetings and workshops where persons fsoth organizations can
discuss both work related and other issues.

a. In work related issues it is important that theremough sharing of ideas
and thoughts so that common understanding of naifoRDM can be
built.

b. Discussing other issues brings people closer edhkr cand helps
understanding the differences in all areas of life.

3. Listen to all the opinions, do not quiet down tbad ones and try to encourage the
more quiet ones: the criticism is important forageizing the areas where most
urgent improvements are needed.

4. Plan and agree also the details in the practival hat are important to the persons
when doing their everyday work.

5. List carefully all the tasks, both old and new qreasd prioritize them. Follow the
prioritization even if it is difficult at first.

6. Agree the common target and ways how to reach it.

7. Follow up all the introduced changes carefully: makire that changes are really

happening in practice, not only on paper.
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8. Make sure there is enough time for adjusting tagea, for example teaching new
tasks for a person in a new role.

9. Communicate all the important changes in as manysvea possible: do not think
that having information somewhere in the intrasetnough.

10. Follow up the communication about the changes:lchieat all the persons have the
information and if they do not have it, find out ywhnd use this information to

handle the communication more effectively next time

5.2 Roles and Responsibilities

In the studied organization the issue with the dpSons of the roles and
responsibilities is the lack of them. There are said descriptions but for some reason
the creation of new descriptions has not yet tgkace.

1. Define roles and responsibilities in the line orgation and use these in the
projects.

2. Define also the roles and responsibilities of tkiemnal persons (augmented staff).

3. Define the interfaces with contact persons to otirganizations, for example the
ones in the business side.

4. Delegate and make sure the delegation is respédtiegherson who is handling the
task needs to have the power to make the decisieesled without anyone

overruling them without discussions.

5.3 Working with External Persons: Augmented Staff otgourcing

With external persons it is most important to knothat has been agreed and to follow
up that the work done complies with the contradt.cGurse also some flexibility is
needed on both sides, otherwise it is impossibladjost to the changes that always

occur in software development.
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Make sure all the relevant persons (at least alp#grson who are in contact with the
augmented staff or the persons of the outsourcetpany) know what has been
agreed in the contracts.

Make sure there are internal persons allocatedspacification creation when

externals are doing the actual technical systeneldpment.

External persons supervision needs to be agreechamdled, taking into account

that their motives might be different from the mi& persons’ ones.

Make sure everyone knows the target and is readyoté& to achieve it and make

compromises if needed along the way.

5.4 Building the Teams

In the studied organization there are two kindseams: teams in the line organization

and teams in the program. As most of the work isedm the program, also the

instructions below are for the program organizati@f course the more general

instructions, number 1 and 3, can be used in bafAnizations.

Build trust in the new team members remembering st is not about knowing
exactly what someone will do but trusting that wé/ae will do is fair.
. Team structure could be the following when workwith out-of-the-box system in
a larger program:
c. aleader that communicates with and reports t@tbgram management,
d. inside the team there needs to be several sepagas and each of them
is responsible for a specific area and
e. the leader of the whole team is in a supporting fodbm the technical
development point of view, her/his main task isnake sure there are no
obstacles for the effective work of the other passim the team.
Build the teams so that there are members from blokltompanies and make sure
the team has real task they need to work with @hctae results.
In addition to the hierarchical teams make sureetlaee teams that have members
from all the relevant hierarchical teams and ate absolve specific problems.
. Team leaders need to be able to lead in the fiestep the team members are the
specialists that do the actual work.



78 (89)

5.5 Leading the People

Instructions about leading people show that ledulienequires skill to recognize issues
behind the surface and sensitivity to understaedathole situation of the subordinates
or team members. Again these instructions are l@ththe managers in the line
organization and in the program, but especially thenber 1 and 2 are for the line

organization managers.

1. Be truly interested in the tasks of your subordieatand get to know the
environment they work in.

2. Learn to know your subordinates well enough to hawveoverall understanding of
their situation.

3. Give enough freedom but be supportive when needed.

4. Remember that making mistakes is human and leafnimg the mistakes is what
matters.

5. Share as much information as possible and listgio team members.

6. Make sure your team has everything that is neededdoperation both inside the
team and with other teams.

7. Give the credit to the persons it belongs to: thesovho have done the work.

5.6 Meetings

Even though participating and organizing meetirsgsathing new for the persons from

either of the companies, in a hectic situatiors ieasy to forget even the basic ways of
working for organizing a successful meeting. Alse fact that persons are working on
several sites sets some requirements for the ngeetiactices. There are easily too

many meetings but the number of them does not iele ways of working are not

efficient.

1. Make sure there is the right number of meetingstaadight kind of meetings:
a. status meetings to update the understanding afutrent situation of all

the team members,
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b. meetings that are for discussing and solving isanés
c. workshop kind of meetings for creating understagdaifha new issue.
2. A meeting needs to have

a. a chairman who makes sure all the preparations baem done and
leads the meeting,

b. an agenda,

c. meeting minutes created during the meeting by sgmewho understand
the contents of the meeting in detailed enoughlleve

d. time for discussion so that all relevant opiniores lzeard and

e. decisions that issues requiring clarificationsfaedled separately.

5.7 Decision Making

Making decisions is easy, but making them so tkeasgns affected accept the decision
is a bit more difficult in the sense that it reg@sirmore work. However, when decisions
are made following the instructions given belovsoalhe quality of the work in general

improves: the reasoning for the decisions candikéd down later on when it might be
difficult to understand the decisions without knogior remembering the environment

and circumstances of the time.

1. Before making a decision
a. make sure all the information needed from the espsravailable and
b. try to make sure the information given is truthdmld correct.

2. In areas where a lot is happening at the same flikeetesting, the decisions are
needed from the person who has the overall codidmaesponsibility and a
comprehensive understanding of the situation.

3. Make sure the reasoning for decisions made is dented and available for
persons who need it in their work.

4. Follow up the decisions made.
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5.8 Documentation

Documentation is most often the part of the woikt s not done when time is scarce.
Depending on the development process selected dotation has different kind of

values. In the studied case it seems that thesenised for documentation both for the
development and maintenance phase. During the @@wveint the people working on

different sites need to be able to share knowlesalge in documented format. This
applies both for the people working with processied the IT organization people. In
maintenance phase the documentation is needechdopdrsons responsible for the
maintenance as they are not the ones doing théagerent.

1. Define what kind of documentation is needed fofedé@nt purposes.
Make sure there is enough time for creating theidwntation.

3. Review the current situation to understand whatduntation has been created and
why and use this in planning the documentationgagkhe new system.

4. Document all the planned changes openly and dig&ithe documentation to all the

relevant persons.

5.9 Communication

Communication is one of the most important tasksoftware development and it
concerns everyone. From the requirement specibicatio testing arrangements there is
a need for information sharing to make sure peaptierstand each other correctly and
that the work is proceeding as planned. Even thalaglumentation is used to convey
information, there is always a need for discussi@tdl, communication is not only
about spoken information sharing but there are étsmments that are created only for

communication purposes.

Team level communication is needed to have detaeit@adigh information available.
Use the tools available for information sharing.

Details of issues included in general informati@ehages must be available.

A

Take communication into account when planning tleeations.
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5. Role and responsibility definitions are needed gaccessful communication: to
know who needs what kind of information.

6. Communication is the key in understanding the neguénts correctly.

7. Face-to-face meetings are needed for starting taflecommunication, especially
when there are new people working together.

5.10Reviews

Reviews are about communication and documentatiocould be said that the main

idea of a review is to make sure that there has baeugh communication to create the
documents with quality and to have correct infoioratin the documents. The same
instructions that were presented for organizingegting apply also for reviews, below

are a couple of more points to be taken into adcoun

1. Good cooperation is a prerequisite for efficientiews: if all needed persons
participate in the creation work, the review is niyaia checkpoint for quality
control, not for revealing the work for the firghe.

2. Reserve enough time for reviews.

3. Make sure the documentation to be reviewed is réadyne; if not, postpone the
review.

4. Create the minutes of the review meeting.

Follow up the action points recorded in the meeting

6. Do not give up the reviews even if there is timesgure.
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6 Conclusions

The starting point for my research was a probletrstuation in the PDM organization
where | have worked as a project and planning memddne organization was created
as a result of a merger of two large ICT compabiedringing together the persons
who worked in PDM area in the companies that weralined. Still about 20 months
after the merger there were several sore pointshen ways of working in this
organization. The target of this research wasdogeize the areas where improvements

were needed the most and to create a proposalditagkle the problems.

In the theoretical part of this research | wantedlarify what are the characteristics of
software that make the development of applicatiand management of application
development projects different from the same atiwiin other areas. To find out the
situation in the PDM organization | intervieweddtrpersons working there. | used the
conclusions based on the theory as a point of ¥evwhe research material analysis.
With the results from the analyses and the themaepart of this work | listed the

recommendations that could be used as guidancetumef to improve the ways of

working in the selected areas.

My original idea was to conduct an action reseawtiere the new ways of working
would have been first developed and then testgutaatice. This of course would have
given a possibility to evaluate whether the indinms created are of any help.
However, to really find out what is behind all tbemplaints | had heard since the
merger took place required one research. What rtielease very interesting was the
fact that the complaints were heard from the persworking in the legacy application

projects while the projects reached their targets.

What is wrong if the objectives are fulfilled buégple are not happy about how it
happens? And could the work be more effective dpgbe were happy with the way the
work is organized? Timo Kaisla (Mikd on systeemsty@® IN?, 2007), who has
experience in project management services, saysettem a consultant is not able to
help with large and unique programs. Managementpaogct managers know how to
organize a normal project but not how to manageéange that affects the whole
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personnel. And the project management guides |IMBBOK (Project Management

Body of Knowledge) describe what should be donenbtihow to do it.

With the first look it might seem that the instrocis listed are nothing new and some
of them are even self-evidences. Who would evenktlibout organizing a meeting
without an agenda or intent to write the minutesh@f meeting? Still in a situation
where nothing is stable and the flow of significatanges is continuous it seems
necessary to create a list of these quite simphgghAs the target of this work was not
to create new ways of working altogether but tadfthe ones that would help the
studied organization function more efficiently, ¢éef that the research has been

successful.

On the other hand, even if the instructions argkrand repetition of old advices, there
are also more details than in the project manageraed application development
manuals. For example it is a fact that communicatiould always be handled better,
and usually the instruction is to communicate madmethis work | have pointed out

what kind of communication is needed by the persaasking in the PDM line

organization and in the program that were the tasféhe research. Even if the merger
makes the situation quite unique, looking backhat érganizations and programs in
which | have worked before, | feel that most of thstructions are valid in any project
that focuses on application development. Of coulse need for the instructions
depends on the individual case, but the adviceengiwan be applied in any large

application development program.

My current personal situation, being on maternal/ég gave me a new perspective as |
was able to go through the interview materials authbeing part of the organization at
the time. Of course my experiences affected thatione of the whole work, but

stepping aside and looking at the case from a mistehelped me to analyze the
materials and create the results with not too nfaalings attached to the work. Even if
this is not required in qualitative research | thlt from this role | was better able to
create the constructions so that match the ondkeoparticipants and also make the
constructions understandable to others. This exairement in qualitative research like
also thinking how the subject and nature of theassh have affected the information
the persons patrticipating in the study have giy8aaranen-Kauppinen & Puusnhiekka
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2006) | feel that the interviewed persons did naeéha need to sugar their views or
leave out anything as their names are not includethis work and | gave them a

possibility to read through the material beforis published.

The interviews helped me to understand betterg¢hsans that had led to the situation.
This started already when | was doing the intersieven though | had worked with
all the interviewed persons for several years &oadight | knew them and their ideas
quite well, the interviews gave me a possibilityheove a discussion with them. There is
usually no time for discussion like these during tork days and still the comments
and development ideas from the interviewees woelddry beneficial for any project

manager or team leader.

There are several directions for further studiethia area, and even with this specific
case. Like Harris et al. (2004, 65) say organizati@ulture clash is a major problem in
integrating different companies. They continue thaking the deal is easy, but making
it work is difficult. This is exactly the case ihé studied organization even if there is
already some proof of making it work. Taking thdtaal differences into account it

would have been interesting to find out how thespes in other sites and countries
have experienced the situation and what the insbng based on their proposals would
be like. Now the instructions are only from onetgrdl point of view. Still when

comparing them to the theoretical background | it the results are applicable
worldwide. But of course the people from other axds might miss other kind of

improvements.

Research is always only scratching the surfaceitarsgdnot possible to describe the
phenomenon exactly like it is in reality. To congnfurther with the results presented in
this research and scratch a bit more, the nextvstepd be to take the instructions into
use and to do an evaluation after some months. ddud of course be done by my
colleagues or by me once | am again working indifganization. The instructions could
also be extended with still more precise guideliilestemplates for meeting of minutes
and proposals of tools that can be used for shanfaymation. Also concentrating

more on one area, like management in line orgaboizaifter a merger, would be an

interesting subject for further research.
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Appendices

Appendix 1. Themes and questions of the intervieml€T company

Outsourcing:
* What was good in the cooperation with partners?
* What was not so good?
Why?
* How should cooperation be managed in the future?

Roles and responsibilities
* What do you think about the roles and responsiliat the moment?
* What kind of changes are needed in the roles aspbresibilities?
* What kind of changes have you already noticed értthes and responsibilities?

What do you think about the following in relatiangroject management?
* meeting practices
» decision making
e reporting
e communication
* document management

Change management
* How has the change been managed so far?

Appendix 2: Themes and questions of the intervietihe benchmarked

company

Outsourcing
* Why were the partners included in the work?
* How was the partner selected?
e What did the partner do?
» Creating contracts: Where all the internal persof@med about the content of
the contract with the partner?
* How was the communication and cooperation withpdwener managed?

Roles and responsibilities

« What kind of roles and responsibilities there were
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0 inhouse
o with the partner
* How were the roles and responsibilities defined?
* How was the work of the internal persons changed?
« How well did the changing of the roles and resploilises succeed?

Project management, how were the following agreed
* meeting practices
* making decisions
* reporting
e communication
* document management



