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Abstract

Background: Project Management is an overall methodology that is used for execution
of specific activities which requires resources and planning from the organization. A new
project methodology, agile project management was introduced when specific tasks
required rapid response to constantly changing conditions. In an agile project
management, the cross-functional team consists of team members from various
departments in the organization with different knowledge level. The distribution of
knowledge level and various work roles in the cross-functional team can bring up
important strategies as different challenges as well. Therefore, it is a great of importance
from the management level consider different strategies in order to overcome the
challenges.

Purpose: The purpose of this study is to present the effective strategies and common
challenges of the involvement of cross-functional teams in an agile project to obtain a
better understanding about when to implement it and how these can be useful from a
managerial perspective.

Method: The current study follows qualitative research by performing an interview
qualitative study with participants from different professional backgrounds and
companies from Sweden by performing semi-structured interviews.

Conclusion: The results present the four themes were identified which are:
communication, knowledge sharing, leadership as the effective strategies and, identified
challenges as the common challenges in a cross-functional team while using agile project
management.
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1 Introduction

This chapter delivers a background for the research and the topic and what the problem
is in the area of study. In addition, it presents the purpose and the research question.
Lastly, the delimitations of the study are defined.

1.1 Background

Project Management (PM) is an overall methodology that is a part of company’s
execution of specific activities/task which requires resources and planning from an
organization. PM is used in several different industries projects at companies, for example
engineering. The purpose in PM is always the same in all industries which consist of
defined goal(s) and objective(s) with a determined time plan with a launch and closure
date. PM process generally includes the following fundamental stages; initiation (start
date), execution, monitoring and closing of a project (end date). All projects have a
defined budget, scope, and time plan, which is classified as the three main fundamental
elements within PM. The leader of the project has the responsibility to keep track of all
these three elements together with the project team from start to finish of the project. PM
consists of several different project management methodologies and techniques, the
following mentioned are traditional, waterfall, lean and agile (Investopedia, n.d.). In this
study, the agile approach will be considered (Investopedia, n.d.).

Agile is another project methodology when it comes to PM, which was introduced in
2001 (Paquette & Frankl, 2016). The Agile approach was founded and created by several
system developers (Planview, n.d.). The design of Agile method created by minimize the
documentation in the procedure of a project in order to increase the flexibility when it
comes to rapid response to constantly changing conditions. An agile PM methodology
uses less planning and more flexibility compared to the traditional PM methodologies
(i.e., traditional and waterfall). In the tech industry project with constant changes in the
dynamic environment, the agile method has been proved to be the better approach to
manage these projects. In an interview with total 31 project managers from 10 different
industries, the findings were that PM with traditional methodologies faced difficulties in
dynamic environments because of three types of changes in projects; goals (1), material,
resources, tools, and techniques (2) and relationship with other related projects, services
or products (3) (Serrador & Pinto, 2015).

An agile project management consists of a cross-functional team (CFT) with a team in
the range between 5-11 team members. Each member in the agile team has a specific skill
level and knowledge expertise. A determined factor in an agile team is that every team
member has the authority and responsibility in the project to build and deliver solutions
with a focus on customer value with minimal dependencies on other teams (SAFe Team,
2021). In CFT while using APM, the team performs activities towards a common goal
and therefore the team collaboration is crucial. In order to achieve high efficiency and
great outcome in the project within the team, there is a great of importance to work



collectively. Hence, the distribution of knowledge and various work roles in the
organization exists in the CFT, thereby different challenges will occur within the team.
Therefore, it is demanded from the management level to consider different strategies in
order to overcome the challenges.

1.2 Problem formulation

In the past years, research shows that in order to reach success in terms of projects,
legitimate conditions are required forcing companies to increase their levels of work and
performance (Tonnquist, 2016). Also, to achieve positive results and the success of a
project as well, it is required that the organization line and the project itself collaborate
between them. Then, project managers work hard to create solutions by including
innovative tools and changes to the project. However, to keep improving and following
the right track towards success, project managers need new ways to work and people from
diverse backgrounds (Tonnquist, 2016).

In addition, one of these new ways of working regarding project management is the agile
method. This method presents an iteration of how the requirements are evolving and it
needs the collaboration of different stakeholders to be completed and it also focuses on
how the project is executed (Paquette & Frankl, 2016).

So, investigations have studied and considered the main topic regarding project
management (PM), the use of agile method and its performance and how to reach success
as Mir & Pinnington(2014) did, for instance. They studied the link between the
performance of project management and its success by considering several indicators to
analyze these aspects such as cost and time saving parameters (Kerzner, 2015).

However, regarding the current agile method implementation, these studies do not include
in their parameters how soft skills such as communication, teamwork, creativity, and
leadership skills can affect project performance thus by implementing cross-functional
teams thus it involves several people from diverse backgrounds to keep the improvement
of requirements which is a characteristic in this method (Moreira, 2004).

Therefore, it is relevant to study how cross-functional teams influence on the performance
of the project whether in a beneficial or detrimental way since this type of team is turning
a cornerstone in agile projects regardless the kind of project companies are managing.
Hence, this study investigates the effective strategies and common challenges of cross-
functional teams presented in every project managed by following the agile approach.

1.3 Purpose and research questions

The purpose of this study is to present the effective strategies and common challenges of
the involvement of cross-functional teams in an agile project to obtain a better
understanding about when to implement it and how these can be useful from a managerial
perspective. Additionally, the results of this study will encourage future researchers to
study these teams in different scenarios to check whether these work in all industries. So,
to reach this purpose, two research questions have been proposed:



RQ1: What are the effective strategies to consider when applying cross functional team
in agile project management?

RQ2: What are the common challenges in a cross-functional team while using agile
project management?

1.4 Delimitations

The other external factors of the teamwork in a project as external customers, stakeholders
who are not part of the cross-functional team will not be taken into consideration for this
research. So that, this study will only concentrate on how the internal factors impact on
the cross-functional team.

1.5 Outline

The current study is divided into seven chapters which will be further explained as
follows: Introduction, Theoretical background, Methods and implementation, Findings,
Analysis and Discussion and conclusions.

Chapter 1: Introduction. In this section, a general background of the topic of research will
be provided. Next, the problem formulation is explained in detail. Then, the purpose and
the research questions of the study are presented. Finally, the delimitations of the thesis
are stated.

Chapter 2: Theoretical frame of reference. This chapter presents the entire theory searched
and related to project management, agile approach, and cross-functional team. This
theoretical background gives a basic knowledge regarding the different topics handled in
the current research.

Chapter 3: Methods. Within this chapter, how the research was approached, and which
research tools were used in the environment selected. Since an interview qualitative study
is performed with participants from different backgrounds and companies. These
interviewees were selected to carry out the study. Finally, the thesis outlines the reliability
and validity of the study.

Chapter 4: Findings. This chapter presents the information collected through the tools
selected in the previous chapter. Also, it outlines how the information collected will be
divided, classified, and codified for further analysis.

Chapter 5: Analysis. Within this section, a data analysis process was performed to check
and identify the common strategies and challenges from the findings obtained in the
interviews.

Chapter 6: Discussion. Within this chapter, a discussion regarding the contribution of the
study, implications, limitations and future studies is presented.

Chapter 7: Conclusion In the final chapter, when it comes to the conclusions, these will
be made from the findings, analysis and the discussion chapter.



2 Theoretical frame of reference

This chapter collects general knowledge for the reader regarding the relevant concepts
and, the theory linked to the distinct topics that will be discussed and later explained in
this study.

2.1 Literature review

Literature research is defined as secondary data in the form of company reports,
newsletters articles, books and other data which is researched by other researchers. One
of the purposes with secondary data is to complement primary data, for instance the
collected data from the conducted interviews (Easterby-Smith et al., 2021). The
secondary data was a parallel procedure among the other ongoing activities during the
study, in order to complement or add information to support our study from start to finish.
The secondary data provides knowledge and information to gain a better understanding
of chosen topics, in order to support and evidence the study. The Boolean operator (AND,
OR and NOT) method was applied to delimitate the scope of the search results and find
relevant articles for the study (Easterby-Smith et al., 2021) . In the secondary data, data
was collected from several databases such as Google Scholar, JU Primo and Science gate.
The used keywords for the literature review of this study are presented as follows.

Search engine

Keyword ‘ Publication date‘ Publication type | Language ‘ Topic ‘
Cross Functional Team

Cross Functional Team AND Agile

Cross Functional Team AND Agility

Cross Functional Team AND Agil*

Cross Functional Team AND Project

Self Managed Team

Self Managed Team AND Agile 2012-2022 Journal articles,book chapters English Management.Teams Primo JU. Google Scholar, Science gate
Self Managed Team AND Agility

Self Managed Team AND Agil*

Agile

Agility

Agil*®

Traditional Project Management

Figure 2.1 - Used keywords with Boolean operators

2.2 Traditional project management

First, a definition for a project is needed, even though researchers and experts in the field
do not agree on a single definition due to a project complexity itself, there are common
words explaining what a project is. As the PMI with its book A Guide to the project
management body of knowledge (PMBOK guide) (Project Management Institute, 2017)
suggests that a project is a particular product, service or result in a defined time frame
which means it presents a beginning and ending point. Al. so, other aspects to consider
are the economic budget and the number of activities needed to reach a purpose so that
the project is finished as Wysocki(2019) states.

Therefore, it can be concluded that a project is a particular product or service that is
carried out in a specific time frame by following a sequence of activities and considering
a defined economic budget to achieve a main purpose.



Then, another concept to take in consideration is project management which was
introduced in the 60’s thus a group of companies wanted a structured way to control and
organize work activities and so the term “project” came up (Masciadra, 2017). So, to
manage these projects in an appropriate way, a group of practices, rules or standards were
also required which led to the project management methodology. So, a project
management methodology gives a structure of work by describing what needs to be done
and, the project managers can track the progress of tasks according to a time schedule and
a financial budget (Masciadra, 2017).

By explaining the definition of a project and a project methodology, it guides to one of
the main project management methodologies which is the Traditional project
management (TPM) which is the starting point that gives way to the modern project
management (Wysocki, 2019). And this classification of project management
methodology depends on the industry and the complexity of the project (Tonnquist,
2016). This TPM is also includes a waterfall approach since how the internal processes
are performed so, this can be known as “waterfall methodology”, as well (Spalek, 2016).

2.2.1 Traditional project model

Regarding the model of how projects are carried out, it depends on the complexity of the
project and the industry where the project is taking place; however, every project follows
the following basic process as Figure 2.2 presents (Tonnquist, 2016).

General )
Pre-study Planning Execution Closure

project model

Figure 2.2 General project model. Adapted from (Tonnquist, 2016)

On the other hand, TPM considers five basic stages in its model as follows (see Figure
2.3) (Wysocki, 2019).

Traditional
Project model

Figure 2.3 Traditional project model. Adapted from (Wysocki, 2019)

Also, since considering that it includes the waterfall methodology, its model is presented
as follows (see Figure 2.4) which provides a visual and clear understanding of how this
methodology works. Waterfall does not include any type of cycle or rolling back process
to any previous stage, it works in a sequential and linear way by completing the tasks of
the previous stage before continuing to the next one (Phillips, 2019).



Scope \

Plan

.

Launch \‘
Execution \

Closure

Figure 2.4 Waterfall model. Adapted from Adapted from (Wysocki, 2019)

Also, depending on the type of process or industry where the project is being performed,
the waterfall model might change and consider other processes which also affect the entire
development of the project as testing process or maintenance process when it involves
system or computer-based system project, for instance as Heriyanti & Ishak (2020)
presented (see Figure 2.5).

* Requirement Doc.
chulrcment * Prepare Use Cases

* Software architecture
e Map the stakeholders

Construct the software
Implementation i
* Data storage & retrieval

* Install

R e
o « Test and Debug

* Check errors
= Optimize capabilities

Figure 2.5 Waterfall model of a computer-based system project (Heriyanti & Ishak, 2020)

So, when it comes to a system project it considers other stages which are strongly
presented in the project process as (Murugaiyan, 2012) structured in a general way for
this type of project (see Figure 2.6). Murugaiyan (2012) presents a basic waterfall model
related to a system-based project which includes the basic process that these projects
should follow. So, in this case, the testing stage is carried out when all the requirements
are completed, and this model does not include future changes either.
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Design
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Mamntenance

Figure 2.6 Waterfall model life cycle of a basic system-based project. Adapted from
Murugaiyan (2012)

2.3 Agile project management

Agile project management is about performing projects with a flexible way of thinking
and implementation. The word “Agile” is described as move quickly -and easily. An
organization using Agile approach has the flexibility to work with continuous
improvement and development of the operations. Several companies within different
operations have achieved great success after implemented agile approach in the business.
For example, the company Yahoo changed their work style into more ‘“agile” and
managed to increase the productivity with approximately 34% with this changeover.

The author of Agile Project Management describes in the book about “Managing
changes”. In a project, either if the project size is small or big, either if the project planning
is planned or vague. There is always a risk for changes in a project, even if the project is
well planned in the initial phase. Most likely in all projects, the project manager is the
main responsible and taking charge if the project is not following plan. If the project is
delayed to the customer, the project manager is criticized in almost all cases.

A common problem for project managers is the administrative work with constantly
changes and updating project plan when obstacles is occurring during the execution of
the project. Other changes may also occur under the project due to internal and external
effects. These effects can be because of new insights inside the business or changes within
market conditions. An agile project manager is working with a support of framework
which gives the project manager the possibilities to easier adapt to changes and manage
them in efficient way compared to a traditional project management methodology. A main
difference between a traditional project management and agile project management is that
agile way of working is more splitting the project into small steps. This means that agile



manner of working is more adaptable to changes and more likely to be predicted in an
earlier stage of the project (Gustavsson, 2019).

In a traditional project management methodology, it has always shown awareness that the
customer participation is an essential part of the project. But there is no clear explanation
behind this statement. But compared to an agile project management, the project is always
involving the customer in the project.

2.3.1 Agile project model

In an agile project, the scrum method has the objective on a defined process in the project
where the people are in the focus area (Schwaber K, 2002). The scrum idea was founded
from a comparison between developers and rugby players. When the rugby players have
a short meeting together with the team, before taking the next move they call this short
meeting for “scrum”. In a study by two Japanese business experts Takeuchi and Nonaka
small projects in charge by small multitask teams had perfect outcome. A rugby team of
an example again, every team act as one unit and each player (member of the team)
develops a specific role and the team itself is always support each other towards a
common objective. The scrum model within agile project management is based on six
characteristics: result flexibility, deadline flexibility, small teams, frequent reviews,
cooperation, and objection orientation. (Schwaber, 1997)

The scrum method presents how to achieve successful projects with determined group of
rules and management practices. (Schwaber, 1997)

Figure 2.7 Scrum framework. Recovered from https://www.scrum.org/resources/what-is-
serum

The defined scrum management practices:

e Product backlog



In the initially phase (product backlog), the agile project team is receiving information
from business needs and technical demands. The product backlog consists of activity list
which will be taken into consideration during the project.

e Daily scrum

The daily scrum is a short meeting which occurs every day. All team members attend on
this meeting. Each team member has to answer three main questions according to their
responsibilities in the project: What was done yesterday (1), What will be done today (2)
and is there any obstacle to the accomplishment of your tasks (3). (Rising & Janoff, 2000)

e Sprint

Sprint is defined as the main scrum practice. The scrum team choose work task from the
product backlog and start working on these tasks. A sprint has a minimum limit of 1 week
and maximum limit of 4 weeks. The sprint is not allowed to extend outside this limit
(Abrahamsson et al., 2002).

e Sprint planning meeting
Under Sprint planning meeting, the team members are planning for the sprint meeting.
e Sprint backlog

Sprint backlog is defined as a subgroup of product backlog. This activity list must be into
consideration and executed during the sprint.

e Sprint review meeting

This is a meeting where the team reviews the executed tasks during the sprint (what went
well, what went less well and what is the lesson learned from this sprint activity)
(Schwaber K, 2002).

Based on these sprints, all sprints are iterative from start to end of the project. The
beneficial with several sprints is that the Agile Project Team can keep track of every
activity and solve problems in an early stage to be able to deliver a product to customer
with higher value.
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! Fixed length

[Mimebox of up to a
calendar month)

Start date End date

Sprints in Scrum

Figure 2.8 Sprints in  scrum. Recovered from  https://www.visual-
paradigm.com/scrum/why-fixed-length-of-sprints-in-scrum

2.3.2 Characteristics of agile project management

2.3.3 Organization and roles of agile project management

0
PR 4t

Business Owner End Users Domain Expert

Figure 2.9 Scrum Team structure. Recovered from
https://www.tutorialscampus.com/agile/scrum-team-structure.htm

An agile project management team consist of three roles in the Scrum team: Product
Owner, Scrum Master and Development Team (Team members in the project)
(Tonnquist, 2016).
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Tonnquist (2016) mentioned 3 main characteristics of an agile project management team:
Self-governing, clear goals and shared responsibility. Self-governing, each team member
in the project has their own responsibility area and authority. Clear goals, the goal is
clearly defined among all team member in the project team. Shared responsibility, all
team members are responsible for all activities that is going in the project.

Product owner is main responsible of the product backlog and product requirements and
functionality. The product owner is adding task in the product backlog according to
business vision (business owner) and customer requirements (end user). It is important
that product owner is gathering this information to be able to prioritize the tasks of the
product backlog and maximize the value of the product. The product owner is
communicating with the team what need to be prioritized in every sprint (Tonnquist,
2016).

Scrum master is a part of the scrum team and is acting as an agile coach. The main
responsibility areas for a scrum master is to support the collaboration within the team,
support the team if any challenges occur and support the development team so they
work more efficiently.

Important to be mentioned, the scrum master is not responsible of the planning or the
outcome that is delivered in the sprints. All team members in the development team are
responsible for this part. As mentioned before, the team is working as one unit and the
entire have the authority and responsibility (Tonnquist, 2016).

It is also presented that the team members in an agile project management are more
empowered compared to a traditional project management where the project manager is
covering a big part when it comes to decision making.

This picture illustrates the differences between traditional project management and agile
project management when decision making process takes place in the projects.

Decision-making in Decision-making in
traditional projects agile projects

¥ Scrum master

Team

& Product owner
Project sponsor

Team

M Project manager

Figure 2.10 Decision making process in Traditional project vs Agile projects. Adapted
from Gustavsson (2019).

The Development team have a shared responsibility for planning and performance in the
project. It is important that each individual team member in the project team have a

11



required competence to execute the tasks jointly. In order to support each other in the
team in an efficient way, every team member should have T-shaped competence. The
meaning of T-shaped competence is that every team member should have the competence
to switch to work of other team members and be able to support and contribute to other
tasks. Besides this competence of flexibility, it also crucial to have expertise in a specified
area. The development team consist between three to nine people (Tonnquist, 2016).

2.3.4 Main focus area of agile project management

In February 2001, 17 system developers were representing different frameworks within
Agile and all the team members shared same value. Under the discussion, the word
“adaptable” came up, but was rejected due to the meaning of the word sounds like
something done retroactively. But term agile with similar meaning to flexible was the
proposal that was accepted in the end. So, the agile manifesto was created by these system
developers to be able to implement agile project management into the software
development (Gustavsson, 2019). Agile project management is created and defined from
two words: agility and flexibility (Beck et al., 2001).

Under the discussion, the group of 17 system developers came up with 4 main values and
12 principles for how agile software development would be use. All these 12 principles
clarify the agile manifesto. Originally, these principles were focused on terms within
industries for software and developers. But it can also be applied in all general projects.
The authors have added parentheses with terms, which is describing the principles in a
more general way and can be adapted in projects.

The author is presenting this model and it explains about the comparison between a
traditional project management and an agile project management. In this model, the right
values are more related to a traditional project management and left values are related to
Agile project management. Since, in a traditional project management, all tasks/actions
need to followed according to the plan and all data and information need to be
documented. But, in an organization there is no rules or clear guidance that gives the
project members the right way to go, either for the left or right-side values. But
nevertheless, the agile manifesto presents this framework and give a statement that the
left-side activities are more important than right-side activities in an organization when it
comes to agile project management (Gustavsson, 2019).
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Table 2.1 The Agile Manifesto — Agile Project Management values. Adapted from
Gustavsson (2019)

THE AGILE MANIFESTO
Agile project management values:

Individuals and interactions  over processes and tools

Working projec results over comprehensive documentation
Customer collaboration over contract negotiation
Responding to change over following a plan

While there is value in the items on the right, in agile project management,
the items on the left are valued more highly.

The agile manifesto, based on the 4 main values broke the down to 12 principles as it
follows (Gustavsson, 2019; Tonnquist, 2016).

1. Our highest priority is to satisfy the customer through early and continuous
delivery of valuable software (valuable project results).

2. Welcome changing requirements, even late in development. Agile processes
harness change for the customer’s competitive advantage.

3. Deliver working software (working project results) frequently from a couple of
weeks to a couple of months, with a preference to the shorter timescale.

4. Businesspeople and developers (project members) must work together daily
throughout the project.

5. Build projects around mativated individuals. Give them the environment and
support they need and trust them to get the job done.

6. The most efficient and effective way of conveying information to and within a
development team (project team) is to face-to-face conversation.

7. Working software (a working project result) is the primary measure of progress.
8. Agile processes promote sustainable development (work in the project). The
sponsors, developers (project members), and users should be able to maintain a
constant pace indefinitely.

9. Continuous attention to technical excellence and good design enhances agility.
10. Simplicity — the art of maximizing the amount of work not done is essential.
11. The best architectures, requirements, and designs emerge from self-organizing
teams.

12. At regular intervals, the team reflects on how to become more effective, then
tunes and adjusts its behaviour accordingly.

Figure 2.11 Twelve principles based on the agile manifesto (Gustavsson, 2019;
Tonnquist, 2016)

2.3.5 Communication management

Communication is one of the key factors that is essential when it comes to delivering
effective projects. An effective communication approach creates a clear guideline for
individuals and enhances commitment, performance, and cooperation within the team.
Good communication is necessary when it comes to managing a team with diverse
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technical background among the team members. Communication creates effective
monitoring, builds trust in the team and other stakeholders related to the project and is
essential for feedback. Effective communication is presented as a vital factor (Paquette &
Frankl, 2016).

Agile communication management use constantly feedbacks loops within the team, the
business, and the organization. This approach creates a clear guideline within all
individuals in the business and reduces the gap between every team to avoid mislead
messages among all stakeholders. A clear communication influences the performance in
the organization and reduces risks of misunderstanding, in this way the organization can
deliver a more successful project. The agile communication uses iterative feedback loops
during the project and the customer (end user) is involved during the entire lifecycle
which improves the product quality and creates good value for the customer. An agile
team involves representatives from different departments and ensures that the project
members are considering the business value during the project process. Agile
communication enhances horizontal communication among business units and
encourages vertical communication in a company. (Paquette & Frankl, 2016)

2.4 Cross-functional team (CFT)

2.4.1 Definition of cross-functional team

Holland et al. (2000) provided a definition of cross-functional team which is “a cross-
functional team is a group of people who apply different skills, with a high degree of
interdependence, to ensure the effective delivery of a common organizational objective.”
Nevertheless, to make this team work efficiently and appropriately, it involves the project
manager to ensure this (Tonnquist, 2016).

Therefore, project managers need to admit that a relevant advantage of working with
cross-functional teams is the effective exchange and share of information from different
abilities and knowledge areas and, this is a main aspect in terms of project success and
innovation process (Ghobadi & D’Ambra, 2012).

Also, there are important positive aspects to consider when using cross-functional teams
such as Holland et al. (2000) presented, as follows.

Increase speed

Improve ability to handle complexity
Foster an entrepreneurial culture
Customer focus

Enhance creativity

Organizational learning

Enhance employee motivation

Single point of contact

Better quality information at higher levels

Woo~NNoumbh whN =

Figure 2.12 Benefits attributed to cross-functional teams (Holland et al., 2000)
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Nevertheless, there are three main characteristics that are commonly presented in CFT
and, provide improvements within CFT which are: Internal team environment and shared
leadership, knowledge sharing and communication. These will be further explained in the
next sections.

2.4.2 Internal team environment and shared leadership

According to (Carson et al., 2007) describes the internal environment with three main
elements that emphasize the development of the shared leadership over certain time of
period. These three characteristics are following: shared purpose, support and voice. In
order to achieve acceptance of leadership or contribution of leadership in a CFT, these
three elements of the internal team environment need to work in a collectively way. The
shared purpose in a CFT is a great of importance in a team and is presented when the
team members have an equal understanding of the team goals and work together to
achieve the collectively goals. Additional research from (Kirkman & Rosen,1999)
highlights how crucial the shared goals is within a team, which also influence the
motivation and commitment in the team itself and the work that is executed in the team.
Secondly, the social support is also a great of importance in the internal team
environment, since it allows the team member to provide emotional and psychological
strength to each other within the team, stated by Carson et al. (2007). Kirkman and Rosen
(1999) exhibited that team members whose offers support, are showing willingness of
cooperation with the other team members and sharing responsibilities for the outcomes
in the team. Lastly, the final element of internal team environment, voice is shortly
described as “positive behavior” with an acceptance of improvement, rather than
criticizing each other in the team, stated by (Van Dyne & LePine, 1998). Additionally,
the acceptance of voice in the internal team environment allows more of engagement for
the team members, which contributes to a more cooperative behavior and involves the
entire team of sharing their voice and be work collectively with the team goal
achievement.

One of the essential elements within the characteristics of cross-functional team (CFT),
according to (Daspit et al., 2013) is the shared leadership. The shared leadership within a
CFT can be used in a complex nature of internal team dynamics. In a team, the leadership
is a great of importance and there is an internal decision on who is taking the lead and the
responsible driver of the project. But in a CFT project in an agile approach focus more on
a vertical leadership style. The leadership in a CFT is determined by the skills of the
members within the team on how to work together in the collaboration environment,
rather than one single person with an authoritative position (Pearce et al., 2009). Pearce
and Conger (2003) claims that the shared leadership is described as dynamic, interactive
influence process within the members in the team and the main target is to lead the entire
team to achieve collectively target, target in the organization or a combination of both.
The shared leadership allows several team members to take a leadership role with a
distribution of leadership responsibilities when there is no determined leader in the
project. The distribution of leadership gives the entire team the possibility to deal with
management tasks, but also other task as motivation, feedback, delegation and keep track
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of the ongoing tasks in the project, also stated by (Ensley et al., 2003). The CFT with a
positive shared purpose, social support and voice has significant impact in team, which
encourage the team members in the CFT to act more in leadership activities. CFT consist
of team members from different departments or function units with various skills and
experience level. CFT that experiences a positive shared purpose, social support and voice
in the team, will result in greater participation of management activities that will support
and benefit the entire team. Overall, an internal team environment has a positive impact
in a CFT with a great shared leadership outcome.

2.4.3 Knowledge sharing

The knowledge sharing is an essential part in the cross-functional team (CFT), stated by
(Ghobadi, & D’ Ambra, J. 2012). In a cooperative environment, where a project take place
within a CFT, both the communication and knowledge sharing are important within the
entire team. The knowledge sharing can have positive impact in the team and organization
and can be become a competitive advantage. Knowledge sharing is required to reach an
effective collaborative practice, which elaborates the team effectiveness. The knowledge
from people within various departments or function units and different experience and
skill levels can be integrated to one robust unit. According to (Ghobadi, & D’Ambra, J.
2012), the knowledge sharing can be described as “knowledge quality” in a collaborative
context. The knowledge quality is when the team members in the CFT receive a positive
return of the quality the shared knowledge and perceive it as useful in their daily business
activities.

2.4.4 Cross-Functional Team Communication

The communication is an essential part of in a cross-functional team (CFT). For instance,
in an initial part of a project, the team members determine a common agreed target of the
project. The target is measurable and tangible among all team members in the CFT. In an
agile context, the CFT have continually meeting and communicate along the entire
project. In a CFT, the communication enhances the teamwork in order to achieve the
defined target (Tcgen, n.d.).

According to (Majchrzak et al.,2012), a CFT consist of team members from different
function units, each team member has various skill expertise. But in a same function, the
expertise level can vary, some team members are more senior and others can be more
junior. This can lead to knowledge differentiation in the CFT and create communication
barriers and conflicts. These interactions in the CFT can affect the collaboratively internal
environment. Hence, the differentiative knowledge is not utilized in the CFT and lack of
collaboratively work, the CFT will not reach a high grade of effectiveness. Therefore,
according to (Cohen and Bailey,1997), a collaboratively environment and communication
is crucial in order to achieve high grade of effectiveness in the CFT. Because a better
communication in the CFT will enhance the knowledge sharing among the team
members.
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When it comes do the strategies and challenges of communication in a CFT, there
numerous aspects from both sides. If taken into consideration the strategies, one of the is
the elevated team productivity. The knowledge sharing and best practices is a great
outcome in the communication of a CFT. Team members from different background and
experience can contribute with different point of views, l.e., problem-solving activity,
which can result in higher degree of innovative and creative ideas. Fast delivery is also
one great outcome from CFT, since team member with different experience and skills can
lead to faster deliverables in a project team. This will enhance the productivity in the team
by delivering tasks rapidly without any deviation of the quality. The CFT communication
also give the possibility of increased employee engagement and team spirit. Team
members within a context of CFT are more entertained with cooperate with individuals
from different departments or function units. An improved communication is described
as great achievement from CFT. In a CFT, individuals have an interaction with people
within the organization and experience level. In a CFT, the communication is crucial and
has to be clear in order to understand each other. Additionally, the communication is a
soft skill that is required in order to send a clear and concise message to the receiver, and
that the receiver perceives the right message. The communication also allows people to
interact and share knowledge among each other in a CFT. The communication in a CFT
also elaborates the management skills within the team members. Team members with
various experience level in a communication context will enhance the cooperation and
how face various problems. The management skill is vital and valuable for the
organization. Lastly, a better problem solving is a great advantage of a CFT
communication. Team members with different perspective and professional background
will observe the problem with a 360 view, which enhance the problem solving in the team
and result in better ideas (About leaders, n.d.).

If we consider the other side of the coin, the challenges of CFT communication. Ina CFT,
the expertise level may vary between different departments in the organization which
causes communication problems. Poor communication is categorized as one
disadvantage. For instance, Department A (technology) consist of their expertise and
knowledge, meanwhile department B (Purchasing) has total differentiate experience and
are communicating in other language terms. In this case, the communication between
department A and department B may lead to misunderstanding due to different ways of
communicating in terms of various knowledge areas. Secondly, misaligned priorities
across departments are highlighted as a problem within CFT communication. In a project
with CFT, a common goal is set and the team members have to collectively in order to
achieve goal. But if the priorities differentiate among the different departments, the time
and effort can vary. In an organization, each department have their own goals (KPI’s)
which lead different prioritization and can negativity affect the collaborative work in the
CFT. Lastly, no connection between team member is also considered as a disadvantage
of CFT communication. Hence, team members from various departments or functions
unit work less together and feel more disconnected rather than connected. This issue can
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negatively impact the collaboration in between the team members in a CFT (About
leaders, n.d.).
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3 Methods

Within this section of the study, it will explain the methods used. Therefore, an
explanation is provided regarding the research philosophy, the interview tool to collect
data required, its analysis. Also, it describes the quality of the study and, lastly the ethics
of the study are also presented.

3.1 Research philosophy

First, the ontology, the epistemology and the strategy of the current study will be
introduced and explained.

3.1.1 Ontology

This study follows the relativist ontology approach since it presents the perspective of the
actors observed in a specific situation. Philosophers of science have also claimed that this
approach provides a more credible statement thus it takes into consideration several
perspectives related to the same situation (Easterby-Smith et al., 2021). Using this
approach in this study will help to present the different perspectives of the people who go
through the same situation in different ways. So, this study will concentrate on the
thoughts and opinions of the people who will be asked to get their truths and experiences.

3.1.2 Epistemology

According to Easterby-Smith et al.(2021), epistemology studies the nature of knowledge
and how this can be examined in the physical and social world. Therefore, this study will
also include a combination of views, a positivism and a social constructionism view. First,
positivism consists of the study of the external world, and this can be measured by the
use of objective methods. On the other hand, social constructionism explains that the ‘real
world’ is defined by people who experienced this, and they give their appreciation based
on their experience (Easterby-Smith et al., 2021).

So, this study presents characteristics from both positivism and social constructionism
views. For instance, regarding positivism. The researchers of the study are independent
of the situation that will be observed and analyzed, the interests of the people observed
are the main driver of the study to get a better understanding of the situation (Easterby-
Smith et al., 2021). The authors of the study will obtain the perspectives of the people
observed which will be considered as their truth and, the researchers will also consider
theory from a literature review to get a better knowledge of the context and to be able to
claim hypotheses and deductions. Then, the study will present a critical realism approach
since it combines positivism and social constructionism characteristics.

3.1.3 Strategy

The strategy of the study is qualitative interview study which focuses on qualitative
interviews since questions and answers will be about a specific topic, and the information
collected is based on the comments and experiences of the participants (Easterby-Smith
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et al., 2021). The situation allows us to have an overview from the participants opinion
and experiences in order to look for patterns or similarities so that the positive and
negative characteristics of the topic of study can be identified (Easterby-Smith et al.,
2021).

So, this study will consider nine participants from different companies who have worked
or experienced with cross-functional teams in agile project management. Next, the data
collected from the answers from the participants will be analyzed, categorized and
organized to get information to answer the research questions proposed and to see any
significant trends for the conclusions section.

When it comes to the qualitative data analysis, the study considers that grounded analysis
is the best approach since it presents an inductive and more flexible form so that the data
can be analyzed since a data comparison process is performed which is frequent and it
looks for the theory generation. Also, it is useful when there is a purpose of understanding
what pieces of data mean in a specific situation where they were obtained. It provides a
holistic association guide analysis in terms of the data (Bell & Bryman, 2007).

Therefore, this approach fits better with this study since from the collected data from the
interviews, the authors want to look for relevant patterns or common ideas or statements
from participants by taking into consideration the research question stated and, develop
explanation of the phenomenon studied.

Bell & Bryman (2007) presents the seven steps procedure of grounded analysis is as
follows:

1. Familiarization
2. Reflection

3. Open coding

4. Conceptualization
5. Focused re-coding
6. Linking

7. Re-evaluation

So, it enables to do a cyclic process of data analysis since by searching for the patterns, it
might be needed to come back over the data source and review it once again and, it allows
to find more relevant topics or details to answer the research questions of the study.
Grounded analysis allows to get several levels of categorization to reach to the themes or
concepts required to come up with assertions or theory (Bell & Bryman, 2007).

3.2 Research design

The research philosophy of this study will follow qualitative research since the data that
will be collected will be related to an interpretation level of the researchers from what the
participants would provide about the specific phenomenon (Bell & Bryman, 2007).
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The study will proceed with qualitative research since it will include perception, opinions
from participants and how they interact between them. This information will be used to
make a concept or a structure for the analysis and to collaborate theoretically (Bell &
Bryman, 2007).

Therefore, the researchers have elaborated a plan about the research design (see Figure
3.1). It begins with the definition of the research questions based on the problem
formulation. Then, the phase 1 (P1) starts with the research method to be used, it includes
a literature review, a qualitative interview study from nine participants from different
companies who have worked with cross-functional teams in agile project management,
so nine interviews will be also used to collect data from the participants enlisted. Next,
phase 2 (P2) is the elaboration of the theoretical frame of reference thanks to the literature
review process to get the basic knowledge to provide to the reader to get in context of the
study and, after applying the research methods the findings will be obtained and presented
and explained. Phase 3 (P3) is the data analysis process of the findings obtained from the
interviews. Finally, phase 4 (P4) covers the discussion and conclusions made from the
analysis of the findings.

P1 P2 P3 P4
Research Question 1 (RQ1)
What are the effective strategies 1. Literature Review 9 0
to consider when applying cross + 2. Qualitative interview Study . ; ;::Ie‘ﬁ;e(;cal DRI —» Analysis ; g'::::;‘;:s E"d.l_';‘re';‘ia:lm
functional team in agile project 2.1, Interview . 9 ‘

Start with Master L k]
Thesis Research Question 2 (RQ2)

What are the common Nine participants from
challenges in a cross-functional different companies in
team while using agile project Sweden will be interviewed
management?

Figure 3.1 Research design plan.

When it comes to the recruitment process, participants were enlisted from different
sources: agile experts invited from LinkedIn platform and project professionals who
belong to the working network of the researchers of the study. An invitation sent by mail
and phone calls were the mean to have contact with these participants. Then, an
information sheet and a consent form were also distributed to them to be able to do the
interviews. All the interviews have been made by using Teams platform thus the
participants preferred to do online interviews rather than face-to-face meeting instead.

3.3 Data collection and analysis

3.3.1 Interview

In this study, nine interviews will be conducted with professionals from different
companies in English. These participants from different companies are required for the
interviews, hence a comparison between their experiences and opinions will be analyzed
in later stage under conclusion and discussion part. The objective of the interviews is to
gather a better understanding and knowledge of the effective strategies and common
challenges of implementing a cross-functional team while using agile management. Semi-
structured interviews will be conducted at the participants with a number pre-defined
questions (see Appendix 1, interview guide) but also lines of new questions in order to
increase the degree of flexibility during the interviews (Easterby-Smith et al., 2021). The
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semi-structured interviews will give the interviewees the opportunity to share additional
information outside the pre-defined questions, which increases the distribution of
knowledge and experience sharing. Therefore, the semi-structured interviews will give
the possibility of more answers that can support our study. In order to motivate the
interviewees to share more valuable information and gather more data from the interview
conducted, a laddering-up and laddering-down approach will be considered. Laddering-
up is a method where “why” questions will be asked to interviewees in order to get more
answers and value beyond the pre-defined questions. Laddering-down method will be
used to gain more information from the interviewees that evidence general statements,
views or values (Easterby-Smith et al., 2021). Therefore, the interviews will consist of
answers with practical or theoretical examples in the answers from the interviewees. The
pre-defined questions will be based on the findings from the literature review and, these
will be categorized into determined topics (participant’s work experience, agile project
management and cross-functional teams) in order to create a clear guidance in the
interview. Finally, when the conducted interviews have been finalized, an open coding
will be applied to gather and summarize the collected data. The conducted interviews
were performed with the participants within a month (between 2022-04-04 and 2022-05-
04). After having collected the data from interviews, coding process will be done to create
data tables in order to identify significant facts and relationship between statements given
by the participants in the interviews.

3.4 Quality of the study

To increase quality, this study considers the four criteria within trustworthiness:
credibility, transferability, dependability, and confirmability. Each of them has an
equivalent criterion in the quantitative study (Bell et al., 2019).

3.4.1 Credibility

Credibility, which parallels internal validity. The significance of this criteria is to create
evidence to enhance the credibility of the study and the information provided by
participants. Credibility will ensure that all findings from the carried-out study have
fulfilled all aspects and that the authors have understood the social world correctly (Bell
etal., 2019). Credibility will be applied to enhance the trustworthiness from the presented
results in the study.

3.4.2 Transferability

Transferability is applied in qualitative research. Qualitative research involves a study of
a group of individuals who have different backgrounds, which contributes to a deep
analysis in quantitative research (Bell et al., 2019). A qualitative interview study will be
executed with a number of participants from different companies, and these participants
have worked or dealt with different cross-functional teams in agile projects. This study
will be guided with well-defined structure and pre-defined questions. The transferability
will provide a possibility of judgement for the reader in the review of the result (Creswell,
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2013). To have a clear understanding with participants, an information sheet about the
current study has been provided to them.

3.4.3 Dependability

Dependability establishes an auditing approach which ensures that the qualitative
research is trustworthy. In the study, peers acted as auditors during the full procedure of
study. Therefore, the study has been reviewed, and this has ensured that the procedure
had been followed correctly and proper theoretical inferences had been considered (Bell
et al., 2019). In the study, feedback sessions with discussions have been executed with
pers and professor which resulted a diverse perceptions and interpretations of the content
in the study.

3.4.4 Confirmability

Confirmability which parallels to objective. This criterion ensures a confidence in the
study (Bell et al., 2019). The confirmability is applied in the comparison between the
collected data in the interview (primary data) and collected data from literature
(secondary data). The researcher in the study have presented confident data that excludes
personal values or theoretical inclinations to influence the lead of the study and finding
get from it (Bell et al., 2019) . In the study, semi-structured interviews were used,
therefore the degree of confirmability was greater. During the interview, the researchers
delimited the influence on the interviewees in order to achieve the criterion
conformability of trustworthiness. Thereby, the answers were clarified with laddering
method in the semi-structured interview.

3.5 Ethics of the study

This section considers the ethics that will be present in the study since it is relevant aspect.
Given that a tool to be used in this study is interviews and, to make feel comfortable the
participants and create trust with them, information about the current study, the purpose,
how the collected information would be used, confidentiality aspects would be provided
so that participants 'experience can be shared with no inconvenience (see Appendix 2,
interview information form). Furthermore, all aspects related to confidentiality of the
participants and company will be respected. In addition, formal formats will be proposed
and signed from the researchers to provide trust. This is also a requirement and a
compulsory process from the Jonkoping University in terms of data management.
Regarding the data collected, this information will be informed to the participants and it
will be stored in a folder on OneDrive and, it will remain available during a period of one
month only for the purpose of the study. Finally, the GDPR (General Data Protection
Regulations) forms will be signed by each participant when it comes to the use of the data
collected. The study will cover the ethics principles suggested by Bell & Bryman (2007)
as it follows (see Table 3.1).
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Table 3.1 Key ethical principles. Adapted from (Bell & Bryman, 2007)

Ensuring that no harm comes to participants

Respecting the dignity of research participants

Ensuring a fully informed consent of research participants
Protecting the privacy of research participants

Ensuring the confidentiality of research data

Protecting the anonymity of individuals or organizations
Avoiding deception about the nature or aims of the research
Declaring affiliations, funding sources and conflicts of interest
Communicating research honesty and transparently

Avoiding misleading or false reporting of research findings
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4 Findings

In this chapter, the results from the interviews are presented and explained. In the initial
phase, the professional background from the participants will be presented. Then,
information about agile project management and what the participants commented about
this topic. Finally, regarding cross-functional teams, its effective strategies and common
challenges will be presented according to what each participant provided in the
interviews.

The results from the interviews have been divided into the same categories defined on the
interview questions (See Appendix 1, Interview guide): professional background, agile
project management and cross-functional teams. The analysis of the information provided
by the participants has been done by doing a data reduction and data coding process
(Easterby-Smith et al., 2021) so that the data collected can be presented in an adequate
way by dividing and identifying the relevant information each interviewee gave.
Therefore, in each chart, the participants will be considered in the columns section and
the information, statement, characteristics they provided will be set on the row section in
the left side. To understand which interviewee said its own statement, a cross mark will
be written in the cell selected which matches with the column and row section. Finally,
the categories of answers which are highlighted in bold are the ones which the participants
have pointed out more so that a ranking can be defined.

When it comes to the work environment of the participants, the study gathered different
professionals from different companies. Therefore, the results provide a wider perspective
when it comes to industry section, since the participants work in different type of
companies and, they have also worked in different projects in their work time.

4.1 Professional background

To start up with, one of the questions of the interview was related to the professional
background of the participants (See Appendix 1, Interview guide) because it was required
to present different background to present a high variety of answers from the participants
and from their different experiences too. The following table presents the professional
backgrounds of the participants of the interview (See Table 4.1).

Table 4.1- Participants professional background

1. What kind of professional background/work experience do you have?

1 2 3 4 5 6 7 8 9
Industrial Technical
1. Professional Software Industrial System Project R System Project Software
background developper | engineer | developper and system manager operation developper | manager | engineer
engineer lead

Table 4.1 presents the professional background of the participants where it includes
professionals regarding systems area but, also industrial engineers and project managers.
This variety of background will enrich the data collected since it comes from different
professional environments, experiences and companies where the participants have
worked and are working nowadays. Also, by presenting different backgrounds, the
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participants gave their perspective during the interviews and, these were commonly
similar while in specific questions, these completely vary among them.

4.2 Agile project management (APM)

This sub-section features all the questions related to APM since all participants have
worked and are currently working with APM. These questions consist of time experience
of working with APM, positive aspects and negatives aspects of APM that participants
could have noticed or realised in a particular experience they shared in this study.

Therefore, the second question of the interview (See Appendix 1, Interview guide) was
about the time experience in agile project management (APM) and, the information
collected is presented in Table 4.2.

Table 4.2 - Time experience in Agile project management

2. How many years of experience do you have in Agile Project Management?

1 2 3 4 5 6 7 8 9

2. Years
experience in 11 4 5 10 5 3.5 12 4 17
APM

This table presents the experience in terms of time in Agile project management (APM)
of the participants since the study needs people who has worked or is currently working
with APM. However, there is not a limitation when it comes to how much time experience
the participant needed to have to be part of the interviews. So, as Table 4.1 presents how
much time the participants have been working with APM where the most current is
participant 6 who presents 3.5 years and, the most experienced is participant 9 who holds
17 years in working with APM.

Additionally, the transcript presented that participants have also provided their comments
regarding the positive aspects of working with APM which were coded and are presented
in Table 4.3.

Table 4.3 - Positive aspects of APM

3. What are the advantages of Agile Project Management?

3.Positive aspects
p 1 2 3 4 5 6 7 8 9
APM
Focus on customer/end-user X X X X
Flexihility X X
Keep deadlines X
Feedback X X
Interaction/communication with
X X X X

team members
Higher productivity X X
Motivation X X
Constant improvement X X X

Focus on customer/end-user is the first coding in the observation of the positive aspects
of the APC. Four interviewees out of nine in total participants noticed that focus on the
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customer/end-user is great of importance. In an initial phase of a project, the custom need
Is set together with the team and customer. In an agile context, the customer focus is vital.
The APM involves the customer in the entire project which is needed in order to fulfil
their needs and expectations.

The second coding is flexibility. Two interviewees highlighted the flexibility as important
positive aspects of APM. Flexibility is used within an agile project, very common in the
way of working within the team and together with the customer. Since the agile team has
continuously meetings with the customer, the requirements from the customer can
change. Therefore, it is a great of importance to adapt rapidly to these changes within the
team. But the APM team are flexible when it comes to changes and adaption from the
customer since this is the culture in the team environment.

Only one interviewee out of the nine participants highlighted keep deadlines as one
advantage of APM. Since the work is scaled down into smaller deliverables, the tasks are
easier to turn from “active” to “close”, therefore the deadlines are easier keep.

Two out of nine participants highlighted feedback as an essential part with the advantages
of APM. The feedback is given within the time during the entire project. Feedback is can
positive or negative, but the main idea is to guide the people in the right direction. For
instance, if an individual or group of people are misled in their active work, a feedback
can be given to support each other in the project. The feedback can also be used when an
individual or group of people who has performed well. Feedback is considered as vital
since it enhances the motivation and performance in the team. When the feedback is
delivered to the receiver, the idea is to turn it to concrete action plans. In addition, two
participants highlighted motivation as important positive aspect within APM, which can
be linked with feedback. The agile way of working creates a motivation in the team. The
team feel more motivated and satisfied.

Interaction or communication with team members was highlighted from four out of nine
participants. In an APM, the team members work very too close to each other. The team
have continuously meetings with each other, in day-to-day meetings, sprint meetings and
retrospective meetings. The team work collectively, while dependencies exist in the team.
So, therefore the team need to work together with interaction and communication in
between in order to achieve the collectively goals.

Two participants highlighted higher productivity as an advantage of APM. The APM
team can achieve greater productivity in the team. The “greater” task is scaled down to
smaller tasks, which make it easier to close. The agile team also consists of people with
knowledge and experience. The spread knowledge in the team creates more creativity
which give a higher productivity.

Lastly, constant improvement is considered as an important positive aspect within APM,
and it was highlighted from three participants. In an APM, the team works with constantly
improvements all the time. In an agile culture, the team accepts the solution to be changed
during the project. The team works with a trial-and-error approach, several ideas or
solutions are tested and evaluated in order to find the optimal solution.
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Finally, Table 4.4 depicts the answers related to the negative aspects of working with
APM that participants provided in the interviews and which aspects will be further
explained.

Table 4.4 — Negative aspects of APM

4.  What are the disadvantages with Agile Project Management?

4.Negative aspects
APM

1 2 3 4 5 6 7 8 9

Difficult
to implementation at X ¥ X
company

Not all project solution /
not suitable for all projects
Higher cost X

Poor communication,
communication issues

Time consuming X
High expectation of leader X
Resource usage: idle time X

Constant meetings X

Small deliveries division X

Difficult to implementation at company is the first code regarding negative aspects of
APM and it was highlighted by three out of nine participants. Participants mentioned this
since they perceived that there are difficulties when it comes to apply or implement agile
methodology in the entire company so that all departments work with agile. This
complicate the ways of working between departments since there might be ones that work
in agile way while others do not and, this situation makes harder to work and reach
success of the project. Also, these difficulties are as result of a level of resistance of way
of working or to change itself producing a delay on the project development.

Additionally, not all project solution/no suitable for all projects was mentioned by
participants. Interviewees commented that agile was not a negative tool but, its
application or implementation on every project or problem is not suitable. APM presents
its own characteristics and when it should be used so that the project would be successful.
However, there are companies or professionals that believe that APM can be implemented
at any situation or project yet, it might present some inconvenient during its execution
and it might present delays. So, participants consider that, even though APM is a positive
tool for projects, it should be used in every project or considered as a solution.

As well, one participant commented that high cost is a negative aspect since, APM
focuses more on the end customer or user, the relationship becomes closer so it needs
more meetings to reach the customer specific requirements. These meetings take time and
resources so, eventually, as the participant claimed these meetings represent a high cost
for the project and the company, as well.

A participant pointed that poor communication/communication issues is an aspect that
affects negatively since there are people from different departments then communication
is not fluid or same to everyone. Also, the participant stated that this issue is constantly
presented and, managers and leaders need to know how to handle these situations.
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Time consuming is an aspect that a participant highlighted due to the several sprints that
APM presents and several meetings with customer to reach the requirements. So, the
participant considered this as a negative aspect that APM present and the actions that
might be processed several times to get the expected result. Also, high expectation of
leader was highlighted from the same participant since it considered that have a project
successful is entirely responsibility of the project leader. Therefore, there are high
expectations on the leader and, people involved in the project rely the responsibility on
the leader and, this causes stress and pressure on the leader and, eventually on the team
members to meet up the results expected. Finally, this participant has also stated that there
is a problem regarding resource usage: idle time. The participant talked about this aspect
because according to the participant’s experience, there is idle time of some team
members when there is not a proper usage of resources such as team members working
time, there are situations when all members are fully occupied at some project stages but,
there are other moments when they do not present many tasks to perform and, they are
not well used.

In addition, constant meetings is other aspect that another participant considered since it
consists of several meetings for presenting the results obtained to the customers and, the
interview believes that these meetings are negative aspects of APM since it is a specific
time-consuming activity within the APM tasks. Therefore, the participant highlighted this
as an element alone. Finally, when it comes to small deliveries division, the same
participant thinks that the division of smaller deliveries to further be presented to the
customer is hard. It consists of the reduction of a bigger tasks into several smaller
deliverable so that the entire team can participate and work on that. Nevertheless, the
participant said that sometimes is hard to make this division thus it is not clear the limit
of task delegation and division within the team.

4.3 Cross-functional team (CFT)

Table 4.5 presents an overview about the structure of the CFT. The different categories
will be more detailed explained below the table.

4.3.1 Important aspects of the Cross-functional team structure
Table 4.5 — Important aspects of CFT structure

6. How do you structure the Cross-Functional Team? (Skills, experience etc.)

6. CFT structure 1 2 3 4 5 b 7 8 9
X X X
Technical expertise/Work experience
Team integration X X X X X
Knowladge sharing X X
Availability to set-up a mixed team X X

Three participants from the interviews considered technical expertise/work experience as
one important aspect on the structure of a CFT. In a CFT, it is essential to structure the
team with individuals with technical expertise and work experience according to the
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interviewees, in order to elaborate creativity and problem-solving team environment. CFT
can consist of technical expertise individuals within same department/function unit or
from different departments or function units.

Team integration was highlighted by five participants as important aspect when it comes
to the structure of the CFT. Team integration consist of a team with different roles and
responsibility. The team integration creates a team environment with trust and enhanced
relationship among each other, which enhance the performance level.

Two participants considered knowledge sharing as an important aspect within the
structure of CFT. Knowledge sharing is a great benefit of CFT, since various knowledge
and experience within the team exists. The knowledge can be shared among the team
members in the team, which elaborate the competence level in the CFT. Therefore, the
knowledge sharing is valuable and beneficial in the structure of CFT

Lastly, two participants from the interviews highlighted availability to set-up mixed team
as an essential part of the CFT structure. In a CFT, the team itself can be structured with
a diverse team that consist of team members with different knowledge area and skill level.
But it all depends on the availability of existing resources in the organization, complexity
in the project and the requirements from the project owner.

4.3.2 Advantages of cross-functional teams in agile project management

Table 4.6 presents the advantages of cross-functional team (CFT) in Agile Project
Management (APM). In the interviews with the nine interviewees, various aspects were
considered. Some aspects were highlighted more frequently from several interviewees
and other were highlighted by less interviewees.

Table 4.6 — Advantages of CFT

7. What are the advantages (or positive aspects) of a Cross-Functional Team?

7.Advantages of
CFT

Increase team collaboration X X
Kknowledge sharing X X X
360- perspective /
different perspectives
Mot external dependencies X X
Increase project acceptance X
Increase learning culture X
High responsiveness X
Creates team enivronment X X

Two participants considered increase team collaboration as an advantage of CFT in
APM. The team members work very closely in the project since a common goal is set in
the project. The team members are dependent on each other, which requires a
collaborative mindset. This enhances the collaboration in the team, but also the team
growth by time.

Knowledge sharing were highlighted from three participants as a positive aspect of CFT
in APM. The team consist of individuals with different levels of knowledge and
experience, which is shared within the team. This is a great advantage in a CFT and for
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the organization itself since the knowledge sharing will contribute to a great individual
development opportunity, but also more skilled people in the organization.

360 perspective/different perspectives were considered by five participants, which
corresponds to the most relevant aspect in this question. In a CFT, team member from
various departments or function unit contributes with different point of views which give
a 360-view perspective of the problem.

Two participants considered not external dependencies as positive aspect in CFT. The
self-organized team works in an environment with no dependencies on external factors.
The team can work independently without any decision outside the team.

Increase learning culture were considered from one participant as one of the advantages
of CFT in APM. In an agile environment, a combination of knowledge sharing and trial-
and-error approach, the learning culture has a significant role in the CFT.

One of the participants highlighted high responsiveness as an advantage of CFT in APM.
In the agile team, the team member support each other in a collaborative manner and offer
rapidly response in planned and unplanned activities/tasks.

Creates team environment was considered as a positive aspect from two participants.
Since the team members works in a collectively manner and support each other in the
day-to-day business, it creates a team environment. The team members are dependently
of each other, and it force the team to work together in order to achieve the common goal.

4.3.3 Disadvantages of cross-functional teams in agile project management

On the other hand, when it comes to the disadvantages of CFT in APM, Table 4.7 presents
the different categories in which participants have considered are the most relevant
detrimental aspects of using CFT in an APM so that a deeper understanding of this
perspective could have been done.

Table 4.7 — Disadvantages of CFT

8. What are the disadvantages (or negative aspects) of a Cross-Functional Team?

8.Disadvantages of
CFT

High level of coordination X X
Mot full-time availability/
different priorities/ X X X b
team split
Budget issues X
Slow down process X X
Own perspective defense X X
Complex communication X X X X X

1 2 3 4 5 [ 7 3 9

As the first category is high level of coordination which even though of not being a
relevant disadvantage, two participants have claimed that it requires a lot of coordination
within the CFT, its members and other actors who can participate in the project.
Therefore, it is needed to manage how people will work on a same way and rhythm so
that the project can be successful.
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Then, the second category is not full-time availability/different priorities/team split which
means that there are often problems in terms of members availability if the project is not
totally exclusive. Members of the project can work in their own departments” tasks and it
causes a problem of availability for the project and it might rise delays.

A participant has mentioned budget issues is a disadvantage of CFT since sometimes
companies do not present the budget enough to support and provide the resources that a
project might need. Therefore, when the opportunity comes and, a CFT is required, budget
inconvenient rise and affect negatively the CFT and, eventually the project itself.

Slow down process is connected to CFT according to participants since due to the
engagement of people from different backgrounds and departments of the organization
and, each one of these presents its own way of working and behaviour details, a project
or a part, process of a project can slow down, or it cannot be developed at the speed
expected causing important delays.

Also, own perspective defense has been considered as a disadvantage which leads to lack
of understanding and future conflicts within the CFT. Participants stated that spite of
promoting the group behaviour and culture and, due to the fact that members are from
different departments, they will strongly defense their own perspective or its department
purpose. This situation leads to different conflicts including lack of empathy and
communication issues which the project manager and leader needs to deal with and find
a proper solution for the success of the project.

As last disadvantage, the most mentioned by participant, complex communication.
Participants claimed that members coming from different backgrounds, departments or
even cultures, members present different ways of communication indeed. This produces
that sometimes communication is not fluid as expected and causing problems within the
team such as misunderstandings, lack of empathy and slow down process as it was
mentioned earlier.

4.3.4 Additional information regarding CFT from interviews

Furthermore, during the interviews, additional information when it comes to CFT given
by participants. To start up with, Table 4.8 presents a series of important aspects of CFT
that participants has made the authors noticed about them.

4.3.4.1 Important aspects of CFT
Table 4.8 — Important aspects of CFT

9.  What do you think is the most important/beneficial of a Cross-Functional Team to
achieve project(s) success?
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9. Important of 1 ) 3 4 5 6 7 8 9
CFT
360¢ perspective / . Y
different perspectives
Decision prioritization X
Integration X
Communication X i3
Common goal culture X X X
Revelant professional X
preparation
Pasitive way of working X

The first aspect is 360° perspective/different perspectives which it is consider a significant
characteristic that every CFT should present so that a high variety of solutions comes and,
since a CFT is a group of people of different backgrounds, then this 360° perspective is
highly valuable for the two participants who mentioned it.

Then, decision prioritization is one of the less mentioned aspects. This aspect consists of
the ranking of prioritization decisions so that the CFT has a defined course of actions and
know what to be performed in the future. It leads to a planification activity so that
members know what the priorities are and, they can focus on them and start working upon
them, so the success of the project is reached in a proper way.

Integration is an aspect mentioned which it encourages that all members should work as
a team and deliver the best work possible in order to reach success. Also, it takes into
consideration the ways of communication so that the entire CFT can work properly and
efficiently as an entire individual.

The second aspect most popular, three participants mentioned it, communication, this
aspect is highlighted again as a relevant matter for CFT. This has also been highlighted
as relevant since participants consider that communication is a key skill that allows to
improve the performance of the project development and for its members, as well. Thanks
to the variety of backgrounds of the members, participants believe that communication
makes all process work easier and it allows that members can understand each other and
avoid failures within the project.

Additionally, the first aspect most popular is common goal culture. As integration,
participants think that having a common goal culture might enhance the development of
the activities of the project since members take the CFT as a whole element and, they take
part of this bigger group. This eliminates the task and organization division so that all the
members engage to the project and work as an entire group towards a common goal which
it is the success of the project. Individual goals are no longer the most important but, they
become a common goal for the project and members works together to reach them.

Relevant professional preparation is an aspect that a participant claimed since presenting
a beneficial professional preparation or background helps in the decision-making process
and professionals feature the know-how of the processes and activities to be done so, the
failure rate is reduced which leads to better performance and development of the project.

Finally, positive way of working promotes that the entire CFT attempts to present a
beneficial way of working, a standardized procedure of working so that all members know

33



what to do and how to perform tasks and, this reduces misunderstanding between
members, it also reduces failures and delays for deliverables in the project.

4.3.4.2 Important soft skills in CFT

When it comes to other aspects related to CFT, soft skills are also considered. Then,
participants have also commented about this topic with their opinions and previous
experiences. The results of this question are displayed in the following Table 4.9.

Table 4.9 — Important soft skills in CFT

10.  What soft skills do you consider important for a cross-functional team to have?
(Mention examples of soft skills)

10. Soft Skills 1 2 3 4 5 6 7 8 9
Empathy X X
Communication X X X X X X X X X
Modesty X X X
Leadership X X X X X
Collaboration, Teamwaork,

X X X X

share knowledge

First, empathy came up as soft skill that CFT should feature. Two participants mentioned
that empathy would facilitate the understanding between members, and it might create a
better working environment avoiding and reducing conflicts within CFT. Also, it would
encourage a higher level of comprehension within CFT members and understand what
other members want to say or do.

Nevertheless, communication has been the soft skill that all participants has agreed that
is required for a proper project development. According to the participants ‘previous
experiences they stated that communication is a significant soft skill to be developed and
encouraged before and during professional stage of every professional. It facilitates
understanding, empathy and positive development of the project and personal
development of its members, as well.

Then, it comes modesty, participants believe that it is important to present this as a soft
skill in order to eliminate a strong hierarchical order which can negatively affect the
project specially when it comes to decision-making process. There is when seniors
considered themselves as superior to beginners. Then modesty should be encouraged to
avoid this uncomfortable environment.

On the other hand, leadership is a soft skill that four participants have agreed that is
necessary for reaching the project success, especially for managers and, obviously,
professionals who attempts for leader positions. Participants agreed that leadership is a
strong skill since it guides the team to the project goals and the specific actions and tasks
to be done. Then, leadership enables for trust and confidence for the members and its
leader eventually.

Finally, collaboration, teamwork and share knowledge is stated as other relevant soft skill
as leadership since it was also stated by four participants. This soft skill brings relevant
outcomes for the CFT members since it leads to interaction between members, reduces
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the island impression of working and, it facilitates the trade of knowledge among
members so everyone knows and understand what each job is about and, empathy can be
stablished too.

4.3.4.3 Identified conflicts in CFT

Table 4.10 presents an overview of conflicts that occurs in CFT. The participants have
provided several conflicts and are categorized in the table below.

Table 4.10 — Conflicts in CFT

11. Canyou give us some examples of conflicts that might appear in a cross functional
team and how do you solve them?

11. Conflicts 1 2 3 4 5 6 7 8 9
Decision making
(seniors over beginners)
Communication issues X X X X X X
Different ways of working X X
Lack of understanding fempathy X X X
Lack of integration X
Poor group perspective X
Lack of common agreements X

X X

Two participants considered decision making as a conflict that occurs ina CFT. Ina CFT,
various of skillset level exists in the team, individuals with greater skillset and other will
less. Individuals with greater skills tend to take more space in a decision making, rather
than the less skilled resources. Additionally, individuals with higher skills, more often
have higher authority when decisions take place. Therefore, decision making is a common
problem ina CFT.

The majority of the participants (a corresponding of six participants) highlighted
communication as a common conflict in a CFT. Communication conflicts as
miscommunication often occurs in a CFT. In CFT with more people, the increased
channels lead to more interactions and information sharing. But if the picture is not crystal
clear when it comes to the target (or even scaled down to the milestones), communication
ISSues can occur.

Different ways of working were considered as a conflict from two participants. People
may have different working styles and have difficulties to adapt to new ways of working.
If several people have the same issues, it can lead to no agreements and disturbances in
the work among all members in the project.

Lack of understanding/empathy were highlighted from three participants in the
interviews. This conflict occurs due to each different department’s knowledge and
expertise. People with more knowledge in area A, have more difficulties to understand
someone with knowledge area B. It tends to become difficult to understand each other,
since the distribution of various knowledge exist in the CFT.

One participant considered poor group perspective as a conflict in the CFT. One conflict
that could appear due to no connection between team members, which create a disconnect
team and will have a negative impact on the project performance in the CFT.
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One participant mentioned lack of common agreements as a conflict that exist in a CFT.
In a CFT, the team members represent different departments. Hence, each department has
their own targets and prioritization. In a CFT, the team work collectively towards the
common goal. The team members in the CFT have a great interest to deliver a
product/service to the end-customer that fulfil the common goal, but there is also some
sense of interest to achieve target related to their department’s individual goals.

36



5 Analysis

Within this chapter, the findings presented in the previous chapter will be analysed
considering the research questions and furthermore information or highlighted details
will be taken into consideration.

5.1 Process of data codification

Thanks to the findings obtained in the several interviews, the results need to be codified
in order to search for patterns which will help to get the conclusions of the study. These
patterns are divided into eight different categories. The outcomes of the codification
process are presented in the Figure 5.1 and 5.2. In this figure, where (+) and (-) mean
positive and negative accordingly.

APM
(&) 0
Interaction/ Difficult
Comunication implementation
Focus on Not for all
customer project

Figure 5.1- Outcomes from data codification regarding APM.

CFT
Structure + 8] Import aspect of Soft Skills Conflicts
Technical expertise Knowledge sharmg c Dm}:ﬁ on Commmication Conmumication Comrmmication issues
Team intepration 3607 perspective Common geal culture Leadership Lack mderstandmg /

empathy

Collaboration teamwork
/ Imowledge sharing

Figure 5.2- Outcomes from data codification regarding CFT.
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After having the outcomes of the codification process (See Figure 5.1 and 5.2), a
conceptualization process is performed so that the findings can be grouped similarly by
linking them based on the theory collected and the participants opinion, as well. This new
process has led to a process of identification of similarities and relevant information that
theory provided so that these categories can eventually be created. Different colours have
been used to identified and make the grouping process with those outcomes that are
similar or present relevant information as Figure 5.3 presents.
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.

Enowledge sharing
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Figure 5.3 - Conceptualization process
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Finally, after doing the conceptualization process of the relevant findings obtained, four
main themes have been identified and, these present the different strategies and challenges
while applying CFT in APM given by the participants by doing a recoding process. These
four themes are presented from number 1 to 4 as follows: communication, knowledge-
sharing, leadership, and identified challenges respectively which is presented in Figure
5.4. These themes will be further explained in the next section.

Communication

*  360° perspective
*  Sharing-Knowledge
* Technical expertise
* Team integration

* Common goal culture
* Leadership
* Focus on customer

* Lack of understanding / empathy
» Difficult implementation
* Not for all projects

y

Figure 5.4 - Four main themes of strategies and challenges
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5.2 Patterns of CFT and APM

These current patterns are result from the codification process explained in the section
before and, an analysis of them will be performed and, the interviews and literature review
will be considered for this current process. There are four themes which the authors have
found from the codification process, see Figure 5.4: communication, knowledge-sharing,
leadership and identified challenges.

5.2.1 Communication

Communication is vital in team, regardless of if it is used in CFT, APM or a combination
of both. It is also indicated in figure 5.4 and based on the findings, the communication
has been defined as both positive and negative aspects in cross-functional teams in agile
projects. But according (Paquette & Frankl, 2016), the communication is great of
important and enhances the commitment, performance and cooperation in the project
team. In a CFT with team members of diverse technical background, the communication
has a crucial role in order manage the team and create a clear guideline. In the findings
from the interviews, both from the positive aspects of APM (table 4.3) and the important
aspects of CFT (table 4.8) considered communication as important. The communication
is not only considered in the way of how individuals or groups are managing it among
each other, but it also applicable in building trust, give and take feedback. If we consider
the feedback, in an APM the feedback loops take place and are important in order to guide
the team in right direction and the main goal is to transform the feedbacks to
tasks/outcome rather than create conflicts that will have negative impacts on the
performance. Therefore, a clear communication have a positive impact in the team, which
result in smaller gap in between the team members and mitigates the mislead
communication and results in better performance level within the team and project
delivery to the customer, also stated by (Paquette & Frankl, 2016).

On the other hand, the communication can be emphasized as a negative aspect since it is
not always clear and can affect the individuals or team negatively, also stated by About
leaders (n.d.). This has also proven to be a common problem in the practice, according
from several participants observations from interviews, which were presented in the
finding within negative aspects of APM (table 4.4) and disadvantages of CFT (table 4.7).
The communication has been categorized as “communication issue/poor communication”
respective “complex communication”. CFT allows people from different departments or
with various s experience and skillset be a part of the team. This creates a diversity team
with a distribution of experience and knowledge level. The differentiation of knowledge
and experience creates difficulties which elaborates the barriers and conflicts, also stated
by (Majchrzak et al.,2012). The increased complexity in communication and the vague
communication has negative impact on the interactions between the team members. Since
the team members in a CFT within APM are interdependent, a complex and poor
communication will in many cases negatively affect the collaboratively environment
among each team member. In addition, communication problems have an impact on the
performance level in the team and the outcome of the project, due to not utilizing the
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differentiate knowledge and experience within the team. The outcome of this issue will
create a disconnected team with only individuals rather than a connected team with team
players, which in turn to lower grade of effectiveness and unsuccessful project. According
to (Cohen and Bailey,1997), if the team is facing problem with the communication, the
knowledge sharing will in turn be negative affected as well. The knowledge sharing is a
great of importance in CFT, which will be explained furthermore in the next sub-chapter
(5.2.2).

5.2.2 Knowledge-sharing

In this aspect, as it is presented in Figure 5.4, one of the great outcomes from a CFT is
knowledge-sharing since team members with various experiences and skillset levels can
share it within the team. But this requires that the environment in the team has an
acceptance for communication, so the knowledge can be shared frictionless without any
major issues or conflicts in the communication. Therefore, an environment with positive
communication level and collaborative team will benefit the knowledge sharing and
contribute to a higher degree of effectiveness in the CFT, also stated by (Cohen and
Bailey,1997).

Knowledge sharing is beneficial for the team and gives each team member the opportunity
to share and to receive knowledge from various areas that will benefit the level of
knowledge for each team member. Best practises can be shared among each team
members, which will elaborate the knowledge in the entire team and create a good value
in form of level of knowledge (About leaders, n.d.).

In the findings, we have noticed that several participants have considered knowledge
sharing as a valuable outcome in a CFT, from both advantages and important softs skills
ina CFT. In a CFT, team member has experience from different levels of knowledge and
expertise. Firstly, if we consider the advantages point of view, the knowledge sharing
contributes to more high skilled team members in the team, which strengths both induvial
and team knowledge level. This is a great benefit for the organization, since the people
can be allocated to other complex projects where higher skills is required. According to
by (Ghobadi, & D’Ambra, J. 2012), the knowledge-sharing is beneficial for both team
and organization and can become a competitive advantage.

The individual can either join the team in the entire project or act as a support in order to
transfer valuable knowledge to the team. The knowledge sharing can be used in problem-
solving activities i.e., brainstorming sessions, where team members will contribute and
deliver different point of views of the problem. The team members in the CFT can share
different solutions on the problem, which creates discussions with a more 360 perspective
and contribute to higher degree of innovative and creative ideas. Secondly, the
participants from the conducted interviews highlighted knowledge-sharing in
combination with collaboration/team work as important soft skills within CFT. The team
members in the CFT need to have the interest and ability of sharing the knowledge in the
team. Therefore, team members in the CFT need accept interactions in between each
other, which elaborate the collaboration in the team and facilitates the process of sharing
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knowledge within the team. The knowledge sharing will result in increased knowledge
for each team member in the CFT of an agile project. (Ghobadi, & D’Ambra, J. 2012)
claims that knowledge-sharing can be described as “knowledge quality” and points out
that the receiver of the knowledge perceives it as useful/valuable and can transform this
to project tasks or other business activities, which enhances the quality of the work.

5.2.3 Leadership

In this theme, as it is presented in Figure 5.4, it includes common goal culture, leadership
and focus on customer. And, as it was stated by (Carson et al., 2007), shared leadership
presents three main elements which are: shared purpose, support and voice. These three
elements need to work accordingly and properly so that the CFT can present an internal
work environment and, it increases the leadership acceptance. This is applied in the results
from the findings from interviews since they present this profile and common share when
it comes to leadership and common goal which for a project with APM, it focuses on the
end customer. Therefore, these were grouped in this theme and (Carson et al., 2007)
motivated and gave justification for this theme defined.

Kirkman and Rosen (1999) also pointed out that having a common goal is highly relevant
and it encourages and leads to a better engagement and motivation for the members as it
was also commented by the participants during the interviews since they stated that
having a proper leadership and encourage a culture of having a proper goal is beneficial
for the project and CFT itself. So, these authors provide significant arguments and the
aspects of common goals and focus on customer as the main goal in an agile project were
matched and classified in this theme together.

On the other hand, when it comes to leadership, (Daspit et al., 2013) claimed that an
essential characteristic of CFT is shared leadership which improves the internal
environment of the team. Participants claimed that leadership is extremely necessary
since they perceive the leader position the cornerstone of the team, the one responsible of
every action and to guide the team towards the project success. That’s why participants
considered that leadership is a soft skill very important to develop and encourage for
members, as well.

Ensley et al. (2003) has also pointed this out, they said that sharing leadership enables
team members to take part of relevant decision processes and to deal with management
tasks. Also, it facilitates to improve and promote motivation, positive feedback to other’s
work and tracking how the development of the project is doing.

5.2.4 Identified challenges

In this last theme, three negative characteristics of CFT in APM were grouped in this
theme: lack of understanding/ empathy, difficult implementation in organization and not
for all projects solution, as presented in figure 5.4.

Participants have commented that these problems cause several inconvenient to project
members and the CFT itself due to communication problems, different ways of working,

42



resistance to change, hard to convince people to transform into APM and that APM works
efficiently in specific contexts or situations.

First of all, lack of understanding/empathy refers to the problems related to
communication ways with people, how people want to impose and defend their
perspective over the other’s, the cultural difference also affects how people tell things and
how people react towards them. Also, the fact that people belong to different departments
and background causes that they can only think from their own perspective and from their
own field of action regardless different people might understand or take for granted what
they are saying.

Secondly, when it comes to difficulties to implementation in the company, this was stated
since participants believe that while a CFT is working with APM and, the company is
working under another project management approach, there will always be challenges to
face in terms of deliverables, tracking of time schedule, delays, and other activities.
Additionally, it is challenging to deal with the resistance of change of people since there
is a level of difficulty when attempting to convince people to switch to another way of
working as from Waterfall approach to APM approach, for instance. Then, it comes up
with other problems of manage and communicate to people to make them change their
way of thinking and let them decide to change to other alternative of improvement or
project management approach.

Lastly, the third problem is related to the general thinking that APM is the only solution
for all kind of projects which it is certainly wrong since there are another project
approaches that fit properly according to each particular problem or situation. This has
been brought up from participants that agreed that people and companies need to stop
thinking that APM is the unique solution for project management. Indeed, theory provides
several and different approaches that can work efficiently and better than APM depending
on the problem or project that the team is dealing with. In addition, one participant has
also stated that working in groups is not completely correct because there are people that
can work better and the situation leads to it, to work alone or only providing the outcomes
expected by doing their tasks only.

In sum, these problems were mentioned and highlighted by participants and were
categorized since they are taken as relevant and affect significantly to the project
performance and team development, therefore these are the ones that members, leaders
and managers have to address, prevent and solve when they appear or come with a
solution action plan so that the project success would not be affected.
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6 Discussion

In this chapter, the contribution of the study, its implications, limitations and future
research study recommendations are presented and discussed.

6.1 Contribution

This study contributes to the field with information obtained from the opinions and
personal experiences from participants and it also provides a general overview of the
effective strategies and the common challenges while working with CFT in APM. This
study also reinforces what previous authors have stated from CFT and, it presents a strong
motivation to what responsible leader of the project should focus on to reduce the number
of problems during the execution of an agile project. In this sense, figure 5.4 presents that
communication, leadership and knowledge sharing are crucial themes obtained in the
findings and, managerial level should encourage to improve these in their teams. Also,
Figure 5.4 presents that in each theme there are other considerations to include in an
improvement plan since, for instance, communication can be considered as a relevant
strategy as Paquette & Frankl (2016) stated and a challenge at the same time.

Communication is a significant and required skill that this study shows in the findings
(see figure 5.4) and, it confirms what (Cohen and Bailey,1997) claimed that
communication is vital in terms of effectiveness achievement of the CFT even though it
has been more than 20 years of their statement, communication is still current.
Furthermore, this study contributes with perspectives regarding other strategies that help
CFT such as knowledge-sharing and leadership. These are also strategies that can be
effective within the CFT and the entire organization as well since they encourage personal
growth.,

Finally, this study also contributes when it comes to the challenges that CFT deals with,
and these are more related to people interaction and relationships within the organization.
Figure 5.4 depicts there are three relevant challenges: lack of understanding/ empathy,
difficult implementation in organization and not for all projects solution. These are more
related to working connection relationship within a company and within a team. These
affect directly the members and their performance during the project and, eventually, it
would create a risk in terms of the success of the project. Therefore, managers need to be
aware and prepare an action plan or activities to overcome these challenges. Also,
consider some kind of activities in order to reduce these within employees or, a plan to
how face them such as kick-off meetings, counselling meetings, for example. This would
allow managers to identify and focus on the challenges presented and improve their
employees’ skills.

6.2 Implications

First, RQ1 “What are the effective strategies to consider when applying cross functional
team in agile project management?” is about what participants have considered as
positive characteristics that a CFT features in different ways. All participants have a
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defined concept of what is beneficial within a CFT to work properly and, what it can
contribute to the organization if it is implemented. Hence, due to the fact of having a small
size of samples did not allow to observe a general trend regarding what strategy is
effective and make a general theory based on that. In this study, all interviewees expressed
their opinions and pointed out several different positive strategies that work properly in a
CFT in their organization, nor an overall agreement one on proper strategy were defined.

Therefore, this study features that even though there are professionals, the participants
are people who react differently from each other and, to different external factors and, to
what they consider as important according to their goals or what they want to achieve.
Nevertheless, this study helps to understand how people think about positive strategies
within CFT and, eventually within the company and, how to encourage and incentive
these strategies in people for future projects.

Moreover, when it comes to the challenges, the second research question “What are the
common challenges in a cross-functional team while using agile project management?”
displays a number of repetitive challenges that a CFT faces during a project. In the
analysis section, three main challenges have been identified and, these are related to how
people behave with each other and their relationships. For instance, lack of understanding
/empathy is one challenge participants believe it has a strong impact in the performance
of the CFT since it involves how people behave with their colleagues and their reactions.
But it is also important to highlight that the challenges obtained from the findings are
based on the Swedish culture, therefore challenges might differ depending on the country
is taking place and, also how culture can affect is other aspect to take into consideration.
However, regardless how challenges might differ, it is necessary to have a proper
preparation for managers to deal with challenges and to propose good strategies to not
struggle with these during a project.

6.3 Limitations

To start up with, the current study is a qualitative interview study and, it has been
performed with professionals from different background and different companies which
belong to different industries. All the companies are based in Sweden, but the language
used during the interviews was English which was a barrier since participants had difficult
to express themselves since their official language is Swedish. However, this was not
entirely a limitation in terms of communication during the interviews.

Then, regarding the literature review, there were challenges in finding relevant and large
amount of information related to cross-functional teams and agile project management on
the same context.

6.4 Future research study

This study has gathered information from different professionals from different
companies in order to obtain a larger amount of perspective and opinions regarding the
topic, therefore future studies can be executed in one type of industry so that a concept or
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theory generation can be created. Our recommendation is to execute another type of study,
where a case study can be used as another approach thus it can show whether data
collected can be generalized or it is only exclusive for one type of company or industry.

Also, this study presents a small sample of participants so, the future researchers should
consider increasing the sample size in order to gain more valuable information, check
how the distribution of data is presented, analyse better the trends and, lastly to make a
generalization process that work for every company.

In addition, other recommendation of future studies can be how cross-functional teams
worked during the pandemic situation due to COVID-19 in terms of digital or online
interactions to observe how communication took place, how relationships between
members were affected and whether the performance level was the same or changed
during current projects.
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7 Conclusion

In this last chapter, the conclusions are presented based on the purpose of the study and
they are also evaluated for future recommendations.

When it comes to the effective strategies and common challenges that a CFT faces while
using an APM, participants fully understood and felt confident in their answers. However,
all participants highlighted different aspects to consider.

The first research question “What are the effective strategies to consider when applying
cross functional team in agile project management?” involves three themes which are the
effective strategies to consider. These three themes include communication, knowledge
sharing and leadership which were obtained from findings and, then grouped in the
analysis part where literature review has also been taken into consideration

Firstly, communication strategy presents both positive and negative aspects, meaning that
participants have stated that communication can be perceived as a positive and crucial
skill, it can be considered as an issue though. So, during the study this fact has drawn the
attention of the authors since communication can be considered as a strategy and a
challenge at a same time, therefore it needs different actions in order to deal with it
because it is a constant characteristic that will always be present in CFT.

The second strategy, knowledge sharing includes several aspects that participants claimed
such as an overall perspective, team integration and featuring a technical expertise.
Having these is a fact that it relates to how individuals work as a team to work properly
and members would feel comfortable and, it might rise a feeling of community within the
CFT. Also, this strategy is strongly and directly related to communication since the more
communication is within the CFT, the more knowledge sharing is also present which
causes that members can develop other skills and create a positive work environment.

Finally, leadership needs to be considered as the third strategy. Participants believed that
leadership is necessary in a CFT while using APM but, a vertical leadership style since it
encourages a higher level of collaboration and, the work environment is improved. Then,
thanks to that collaboration, it enables the leadership can be distributed among the
members who can perform relevant managerial tasks. This will also produce a higher
level of confidence in members thus decision-making processes will be carried out and,
members impression of they are relevant for the project is enhanced. In addition, the
distributed leadership will mitigate the one role authoritative position in the team. Several
team members can take a leadership position in the team and develop their skills. This is
a great advantage for the organization since leadership characteristics are always
beneficial within the team but also for the entire organization.

On the other hand, the second research question “What are the common challenges in a
cross-functional team while using agile project management?” considers one theme
named as identified challenges. This theme involves three challenges identified by
participants in the interviews, these are the following: lack of understanding/empathy,
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difficult implementation and not suitable for all projects. These three challenges present
as a common characteristic is they are related to people way of thinking, an intangible
fact that is linked of how people react towards something different in terms of opinion
and way of working. For instance, the lack of understanding/empathy is caused by the
presence of different departments professionals, and they tend consider their perspective
relevant rather than the others. In addition, sometimes the information is taken for granted
that the other departments should already know about or have the knowledge of.

Moreover, difficult implementation and not suitable for all projects are related to how to
convince people and try to change their mindset or way or thinking. So, it also involves a
level of communication and other skills to success in this in order to achieve bigger
accomplishments which are beneficial for the company, as well. In addition, the difficult
implementation can be associated with the changing behavior and culture in the
organization, because both of these two aspects have been developed during a time period
and tend to be difficult to make the transformation from point A to B in a short time.
Since the associates in the organization need to adapt to the new way of working and
therefore the transformation will not be frictionless. CFT while using APM is another
type of project methodology which consist of different approaches in the project
compared to the traditional project, as more interactions among team member, high
dependencies, distribution of leadership (vertical leadership). Lastly, depending on the
size of the organization, changing the way the organization (scale down to different
departments) works with a new work style is a process that is time consuming and costly.
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9 Appendices

Appendix 1 Interview guide

Interview guide

Issues / RQs

Interview questions

Comments

might appear in a cross functional team and how
do you solve them?

 Work experience 1. What kind of professional background/work To get information about previous knowledge
experience do you have? and work experience related to project
management.
v Agile Project Management 2. How many years of experience do you have in To get information about previous experience by
Agile Project Management? using agile project management (APM). Let the

3. What are the advantages of Agile Project interviewer state the advantages and
Management? disadvantages of APM.

4. What are the disadvantages with Agile Project
Management?

' Cross-Functional Team 5. Do you have any experience in Cross-Functional | Information about working with cross-functional
Team? teams, when these have been used.

6. How do you structure the Cross-Functional To understand what characteristics are
Team? (skills, experience etc.) considered to create this team.

7. What are the advantages of Cross-Functional Let the interviewer state the advantages,

Team? . . disadvantages and the most important aspect of

8. What are the disadvantages of Cross-Functional . .

Team? Worklng Or.] a cross—functwonal_ team. _

9. What do you think is the most The \nte.r\new talks about which sloft skill need to
important/beneficial of a Cross-Functional Team be considered for the cross-functional team to
to achieve project(s) success? get a successful project.

10. What soft skills do you consider important for a Finally, a number of examples of conflicts within

cross-functional team to have? (Mention these teams and how these have been solved.
examples of soft skills)
(Soft skills examples: communication,
teamwaork, creativity, leadership, conflict
management etc.)

11. Can you give us some examples of conflicts that

53




Appendix 2 Interviews information sheet

Cross-functional teams in a project with an
Agile management:
Effective strategies and common challenges in a
cross-functional teams while using Agile
management

Information form
Diear sir'madatn,

Thank you for vour corporation in our thesis study. We would like to provide vou with
some informationabout our (study) background, this study, the data usage,
confidentiality, and purpose before the mterview. If vou have any questions or concerns,
pleaze let us know. We will provide thiz form for the interview once more to sign this
information form.

Our names are Saban Sabanovic and Carolina Ames Zegarra, we are from Sweden and
Peru respectively and we both have a bachelor’s degree in Industrial Engineering. We are
currently in the last semester of the master of Engineering Management at Jonkoping
University. We are currently following our last course and we are working on our thesis.

This study focuses on the effective strategies and common challenges of implementing
cross-functional teams in projects following agile project management. We will conduct
several inferviews to evaluate and review the effective strategies and common challenges
of using cross-functional teams in agile projects to create a better understanding of the
use of cross-functional teams in this kind of projects.

Your privacy will be respected during this study. The interviewees’ gender and age will
not be shared, the interview will be recorded, all results will be stored in OneDrive, and
confidentiality forms are signed. The questions will be not be shared before the interview
but 1t 18 no problem if vou do not feel comfortable answering the question.

Thank you in advance.

Kind regards,

Saban Sabanovic Carolina Ames Zegarra
sasao1ds(@student.ju.se amcaigzg@siudent.ju.se
+46 763128111 +46 765649061
Interviewee and date Interviewers and date
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