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People Issues Trump 
Process or Technology!?
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Humans: funky & vary a lot

• Spontaneous

• Change, sometimes for no apparent reason

• Contradictory

• Full of personality

• Vary by hour, day, age, culture, temp...

• Solve problems differently

• Personal style affect others
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Humans: funky & vary a lot

• Spontaneous

• Change, sometimes for no apparent reason

• Contradictory

• Full of personality

• Vary by hour, day, age, culture, temp...

• Solve problems differently

• Personal style affect others

Diversity of methods work 
depending on people and 

their experience!

Variation => FEW general 
rules & always exceptions
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Technology’s role

• Can AUTOMATE

• Tedious tasks (Avoid -Motivation, Speed up)

• Error-prone activities (Avoid +Faults/Biases)

• Can SUPPORT DECISIONS

• Transform problem/solution space

• Collect (new) data

• Facilitate communication & collaboration

måndag den 11 april 2011



Technology’s role

• Can AUTOMATE

• Tedious tasks (Avoid -Motivation, Speed up)

• Error-prone activities (Avoid +Faults/Biases)

• Can SUPPORT DECISIONS

• Transform problem/solution space

• Collect (new) data

• Facilitate communication & collaboration

But Basic Problem: SW is 
People-Driven and People 

Vary
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Some Failure Modes

• People:

• Make Mistakes

• Prefer to Fail Conservatively

• Invent rather than Investigate

• Are creatures of Habit

• Are Inconsistent

• Have many Cognitive Biases
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• Prefer to Fail Conservatively

• Invent rather than Investigate

• Are creatures of Habit

• Are Inconsistent

• Have many Cognitive Biases

Prospect Theory
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Risk-averse to gains

• Fail similar >= Fail differently

• We might be blamed if we failed and did it 
differently

• Serious effects in SE:

• Less willing to test new processes...
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differently

• Serious effects in SE:

• Less willing to test new processes...

Prospect Theory
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Premium on Originality
• Many cultures put premium on originality

• We learn to invent rather than search/find
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Some Cognitive Biases: 
Decision-making or Behavioral

• Anchoring = rely too much on one piece of info

• Bandwagon = do or believe as majority

• Bias blind spot = “I’m less biased than you...”

• Confirmation = seek info that supports, not counters

• Framing = draw different conclusions from same info 
depending on its presentation

• Zero-risk = prefer small-risk-to-zero over greater-
reduction-in-large-risk
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Some Cognitive Biases: 
Social

• Actor-observer = overemphasize personality (vs. 
situation) in explaining behavior of others

• False consensus = overestimate degree to which 
others agree with me

• Halo = traits “spill over” from one area to another

• Assymetric insight = “I understand you more than you 
understand me”

• Self-serving = claim more responsibility for success 
than failure
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Discipline & Tolerance

• Creatures of habit => resist new

• Inconsistent in what we do/think

• Choice of paradigm:

• Discipline = enforce specific behavior

• Tolerance = tolerate variation and differences
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Discipline & Tolerance

• Creatures of habit => resist new

• Inconsistent in what we do/think

• Choice of paradigm:

• Discipline = enforce specific behavior

• Tolerance = tolerate variation and differences

Harder to attain, May be more effective

Easier to adopt, May be less productive
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Some Success Modes

• People generally work better:

• from Examples (concrete and tangible)

• by Altering rather than from scratch

• by Watching

• by Getting Feedback
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Motivation in 22 agile devs [Whitworth2007]
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Motivation in 22 agile devs [Whitworth2007]

Daily meeting

Ease of 
Interaction

Enjoyment 
& 

Excitement
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Motivation in 22 agile devs [Whitworth2007]

Daily meeting

Ease of 
Interaction

Enjoyment 
& 

Excitement

Business Value 
Focus

Clear 
Objective

Common 
goal

Planning 
Game

Re-prio & 
re-planning

Motivation

Collective 
Participation

Adjust to 
individual needs

Short 
iterations

Regular Delivery 
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Up to 2006
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Introduction & 
Adoption

Human & 
Social Factors Perceptions Comparisons
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Agile practices easy to introduce and work well

Difficult to intro in large/complex organizations

Benefits:
Customer collaboration

Defect handling processes
Learning among developers

Estimation of time/cost easier

Some studies saw pair programming as inefficient

XP works best with experienced teams

Introduction & 
Adoption

Human & 
Social Factors Perceptions Comparisons
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Introduction & 
Adoption

Human & 
Social Factors Perceptions Comparisons

XP well accepted in different organizations 
(hierarchical structure to little or no control)

Good interpersonal skills and trust important for 
successful XP teams

Individual autonomy must be balanced with team 
autonomy

Making progress tracking visible and audible important

Important standardization of collaborative work
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Introduction & 
Adoption

Human & 
Social Factors Perceptions Comparisons

Customers liked more (give/get) feedback

On-site customer stressful/unsustainable

Developers more satisfied with work and product

Pair programming considered tiring since it required 
focused concentration

Pair programming hard when skills differ much

Test-driven development was difficult
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Introduction & 
Adoption

Human & 
Social Factors Perceptions Comparisons

Agile can more easily incorporate changes and 
show business value

Can be combined with traditional stage-gate 
project management

Subjects believe agile increases productivity
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Linking Personality to Views & Attitudes
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Linking Personality to Views & Attitudes

47 Industrial SW Engineers
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Linking Personality to Views & Attitudes

47 Industrial SW Engineers

Personality
Test

SE Views & 
Attitudes

Patterns?

Younger,
Many things same time,

Parts of projects,
Male
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47 Industrial SW Engineers
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Test

SE Views & 
Attitudes
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Linking Personality to Views & Attitudes

47 Industrial SW Engineers

Personality
Test

SE Views & 
Attitudes

Patterns?

Prefer working (with)?

Take decisions affecting 
quality?
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Personality and Software Engineering

Intense personality <->

multiple projects

parts of projects

Age & Gender differences

Higher Extraversion <-> 

prefer team work

prefer plan & schedule

Higher Openness <->

whole project responsibility

[Feldt2010]

måndag den 11 april 2011



Input - Process - Output Model

[Acuna2009]
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Personality and Teams

[Acuna2009]
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Personality and Teams

[Acuna2009]
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Personality in XP teams

• Repertory grid technique of 9 XP teams

[Young2005]
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Personality in XP teams

• Repertory grid technique of 9 XP teams

[Young2005]
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“analytical personality, good interpersonal 
skills, passion for extending knowledge base”

Flexible, more inclined to team 
leadership, willingness to be dictatorial, 

inclined towards domineering management, 
little sharing of knowledge and support to 

others.
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[Walle2009]

Collaboration & Personality 
in Pair Programming

Audio recordings of 44 pairs performing a change task
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[Walle2009]

Collaboration & Personality 
in Pair Programming

Focus

Audio recordings of 44 pairs performing a change task
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Collaboration

• Def: “Situation in which all parties contribute 
new information to a task”

• In contrast to cooperation: “Splitting into 
sub-tasks and working on them independently”

[Walle2009]
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Results

• Personality affects collaboration

• Variability in personality increases amount of 
communication-intensive collaboration

• Extraversion: no connection to interruptions

• Later results have shown that task complexity and 
expertise have stronger effect

[Walle2009]
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Refactoring
• “a change made to the internal structure of software to 

make it easier to understand and cheaper to modify 
without changing its observable behavior”

• Claims about refactoring:

• Refactoring helps developers to program faster

• Refactoring improves the design of the software

• Refactoring makes software easier to understand

• Refactoring helps developers to find bugs

[Fowler, Moser2008]
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Refactoring

[Fowler]
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Results from one case

[Moser2008]

Result 2:
Refactoring can limit 

complexity and 
coupling

Result 1
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