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ABSTRACT

This study is about teamadaptation froma continuous changeperspective. Thepurposewas to
investigatehowagilesoftwaredevelopmentteamsinaNordicfinancial institutionadapt totask-
basedtriggers.Asinglecasestudywasconductedofthreesoftwaredevelopmentteamsinaproduct
unitreportingthattheyworkedinagileways.Oneofthemainfindingsisthattheagilesoftware
development teamssought todefine tasks tobeworkedon individually.Theadaptation triggers
occurringduringtaskworkmainlyprompttask-relatedinteraction.Inaddition,thefindingssupport
thattheseadaptationtriggerscaneitherpromptsmalladjustmentstotaskworkorbemoresevereand
movethefocustoevaluationandplanningactivitiesbeforetaskworkcanbecontinued.Theauthors
proposeamodeldescribinghowagilesoftwaredevelopmentteamsadapttotask-basedtriggersbased
onthefindings.
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INTRoDUCTIoN

Allinformationsystemsdevelopmenthasinherentrisks.Ifthoserisksarenothandledproperly,the
developmentmayexceeditsscheduleorbudget,ortheresultingproductwillfailtomeetthecustomers’
needs.Approachestoinformationsystemdevelopmentintendedtoimproveperformanceoutcomesby
promotingagilityhavebecomeincreasinglypopularinthelastfewdecades(Campanelli&Parreiras,
2015;Cockburn&Highsmith,2001;Confortoetal.,2016;Dingsøyretal.,2012;Tametal.,2020).
Suchapproachesoftenarereferredtocollectivelyas“agilesoftwaredevelopment,”whichmanylink
toasetofdefinedmethodsandpracticesemphasizingiterativeproblem-solving,closecollaboration
andfrequentcustomerinteraction(Dybå&Dingsøyr,2008).Agilesoftwaredevelopmentrepresents
ashiftinphilosophythatdepartsfromwhatisconsidered“traditional”(Nerur&Balijepally,2007),
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spurredbytheinadequacyoftraditional,plan-drivenapproachesinhandlingtheextensiverateof
changeinbusinessandtechnology(Lee&Xia,2010).Thecoreofagilesoftwaredevelopmentis
agility,whichmostresearchersagreeconcernssoftwaredevelopmentteams’abilitytohandlechange
successfullyinordertocreatebusinessvalue(Conboy,2009;Confortoetal.,2016;Lee&Xia,2010;
Serrador&Pinto,2015).

Becauseagilityininformationsystemdevelopmentinvolvessuccessfuladaptationtochange,
whichisacrucialaspectofteameffectiveness(Burkeetal.,2006;Mathieuetal.,2008),theteam
processesinvolvedinhowsoftwaredevelopmentteamsadapttochangeareimportant.Teamprocesses
refertohowteammembersworkwitheachotherinordertofacilitategoal-orientedwork(Marks
etal.,2001).Teamadaptationcanbeconsideredaprocessinvolving“adjustmentstorelevantteam
processes[…]inresponsetothedisruptionortriggergivingrisetotheneedforadaptation”(Maynard
etal.,2015,p.656).Eventhoughhumanaspectsofinformationsystemdevelopmentlonghavebeen
acknowledgedasimperative(Cockburn&Highsmith,2001),relativelyfewstudiesoninformation
systemdevelopmenthaveleveragedtheknowledgegainedfromthesocialsciencestoaddresssuch
issues(Lenbergetal.,2015).A literaturesearchrevealed thatonlyKudeetal. (2014) leveraged
teamadaptationtheorytobetterunderstandagilityininformationsystemdevelopment.Becausethe
teamadaptationliteraturerevolvesaroundhowteamsadapttochangingdemands(Maynardetal.,
2015),itcancontributetounderstandinghowsoftwaredevelopmentteamshandlechangetocreate
businessvalue.

The team adaptation literature often seems to focus on adaptation to novel or disruptive
situations (e.g., Burke et al., 2006), thus mainly employing an episodic view of change and
subsequentadaptation.Thecurrentstudyconceptualizeschangeasbothepisodicandcontinuous
innature (Hanelt et al., 2021).Hence, the current studydiffers fromKude et al. (2014),who
emphasizedteamadaptationprocessesemergingfromdisruptiveevents.Tocapturethecontinuous
change,wemainlyfocusonadaptationtotask-basedtriggers,i.e.,adaptationtriggersemerging
during team members’ “interactions with tasks, tools, machines and systems” (Bowers et al.,
1997,p.90,ascitedinMarksetal.,2001,p.357).Adaptationtriggersare“thosecuesthat[…]
canpromptteamstopursuemodificationsinordertocompletetheirtask”(Maynardetal.,2015,
p.653).Manyofthesetriggerscauseuncertaineventsandriskduringsoftwaredevelopment.As
thisstudywillillustrate,adefinitedistinctionbetweentheteam-andindividuallevelsofanalysis
ismisguidingforthepurposesofthisstudy,whichwouldimplythatitisappropriatetoemploya
micro-dynamicapproachtoteamresearch.Thisapproachemphasizesthe“interdependentrelations
and activities between individuals, and more importantly, […] the organizing aspect of those
activities” (Humphrey&Aime,2014,p.450). Italsoentailsconsidering thecontext inwhich
thesoftwaredevelopmentteamswork,eventhoughthefocalpointofviewhereisthesoftware
developmentteamsthemselves.

Baardetal.(2014)reportedalackoffieldstudieswithintheteamadaptationliteratureaswell
asempiricalstudiesonteamadaptationprocessesinparticular.Furthermore,Maynardetal.(2015)
arguedthatteamadaptationtheorieshavelargelydisregardedthetypesandseverityofadaptation
triggersandtheresultantteamprocesses.Aliteraturesearchrevealednootherstudiesconsideringthe
teamadaptationprocessemphasizingcontinuouschangewithintheliteratureonagilityininformation
systemdevelopment.Thus,thepurposeofthisstudyistoemployamicro-dynamicviewofteams
andexplorethepractitioners’experienceswithtask-basedtriggersrequiringsoftwaredevelopment
teamstoadaptaswellasthesubsequentadjustmentstorelevantteamprocesses.Thepresentstudy
wasconductedinaNordicfinancialinstitutionbecauseoftheuniqueaccesswehadtoatheoretically
interestingcase.Hence,wesoughttoanswerthefollowingresearchquestion:Howdoagilesoftware
development teams inaNordic financial institutionadapt to task-based triggers?Toanswer this
researchquestion,weconductedacasestudyonthreeagilesoftwaredevelopmentteamsinaproduct
unitresponsiblefordevelopingoneproductinaNordicfinancialinstitution.
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